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A BSIBACT

![his thesis examiies the professional, org ani zzaticnal,

and trairing weaknesses of intermediate level small purchase

perscmnel. The iztert of the study is to ascertair short-
comings in the atove areas, to recommend an organi2ational

and ;rcf-essional fratoeork within which to conduct training,
and finally to. recociend the essential elements necessary

for an effective intermediate level small purchase training
program. A.,general format for a proposed training guide is
suggested, and an example of the types of information that

should be included is provided. An examination of costs and

potential benefits is also provided in order to allcw the

reader tc assess the financial aspects of a training prcgram
as reccmoEnded. This .hesis also recommends areas for future

..tudy that may lead to increased productivity in small

purchase. Specific ccnclusicns and recommendations regarding
the current state of small purchase are also made, as are
recommendations for specific areas of management acticn to

improve small purchase in the future.
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I. INIBCD3CTION

A. ICCUS Cf THIS ST•rY

Pedral aciuis'iticn is a broad spectrua cf pclici-s and

procedcres that direct and execute the efforts of a vast

number of military and civilian procureaent. personnel it the

Fedtkral Government. This study will focus on a fairly large

I XicicCOSE cf those Eezsonnel associated with Goverrment

Procurement, namely civilian persomnel. that are involved in

small purchase. This study will additionally confine itself
o.,only tc inter =zdiate level personnel thit have bec-n

.purc.hasing agents for a period of time, and have ccmpleted

S.oth cn-the-job trairing as well as the entry level small

Furchase training ccurse, oflered by the Department of
Cefense (DOE). This study wilI also be confined to findings
and reccmmendations regarding small purchase ;eLscnnel

within, tie Lepartment of the Navy (DON).

E. CEECTIVES

' Ike prizary thrust of this research is to identif the
specific training needs of intermediate level small ;urc-ise

perscnnel within the repartmert 'of the Navy, and to rc'.z;nt

a rrcpos•d trai.ning plan to satisfy those needs. A reccm-

zendedd method of training implementation will alsc be
Erupcsed, and the ccs.ts associated with. implementing this
plan will" te exam.,_ad. Further, current deficiencies in

professicnal developarint and organizational practices will

te examined in credr to es'takli.sh the context within which

this training must l. conducted., It is hoped that as a

result of this paper, the Department of the Navy will have a

'11'
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useful and viable dclineati-n of the most signitic ant

training and perforrance weaknesses of small lurch'ase

perscnnel, and a training plan that can be utilized ty field

level activities to imnrove the training and hence the

performance of intermediate level small purchase pe;rsonael.

C. SMISRACH QUESTIONS

It ccnzonancc with the atove stated objectives, the

following research question was addressed:

What axe the training needs of intermediate level

siall purchase personnel and how can these needs

test be met?

in supjcrt of the primary rearch question the fcllcwing

ancillary questions were also addressed:

1. Shat are the current training shortcomings as viewed

ty the Ccmzaxader, Naval Supply Systems Command (NAVSUP)

staff , Field level supervisors dithin the small purchase

system, and small purchase Ferscnrel themselves?

2. What fcllow-cn or advanced training for small

purclase personnel is desired by the Commander, Naval Sup;ly

Systems Ccmman1 staff, field supe-.visors, and intermediate

level small purchase Fersonnel?

.3. What small purchase training programs presently

exist for small purchase' persohnel at the basic or entry

level, and at more advanced levels?

"4. What is the current level of formal training of

interiediate level small purchase personnel in the

Department cf the Navy, 'and what are the sources of the

training that do exizti

' .12



5. What other scurces of training exist and are avail-

able at the field level for field saall purchase personrel?

6. What trairing is currently required. for career

develcpment of szall ;urchase personnel at the intermediate

level:

a. iho is resionsible for conducting this trainin,?

k. Is this training utilized?

c.Is this training adeguate?

7. ;hat other factors, if any, influence the success of

training for small purchase personnel?

8. What are the costs associated with implementing the

"proposed training prcgram?

B C. EESZAECB MET CODOICGY

7 1be information utilized tAroughout this study was

derived frc, interviebs of personnel at NAVSUP Headuarters,
superviscrs at various field purchasing activities, and from

.-- interviehing small purchase perscnnel. An extensive reiew
of purchasing directives and pol.4 cies was also conducted.

f Formal az well as informal training guides at, several large

field activities were also reviewed, as were data frcm 'past
S- small purchase inspectidns conducted by both NAVSUP and the

- Naval Audit Service. Additionally,, policy level perscnnel
- within the Federal Acquisition Institute, the General

Services Administration, and the. Office of Federal

." Procuiement Policy were interviewed.

-ke literature utilized in this study was compiled from
"" rultille souzces, including the Defense Logistics

Infor ra tion Exchance (DL SiE), the Defense Technical
I Infornaticn Center (DTIC), the Ceneral Ser vices

"" Administration, current Federal and Department of Defense
- regulatic'ns and supplementary directives, previous theses,

*, *-



and a review of current putlicatio'ns and pegiodicals rele-
vant to the field of federal -rocurement.

I.' SCCP CZ THE STUCI

Ibis study is ccnfined to a specific subset of federal
procurement perscnnel, namely those civilian smiall Eurchase
-erscrnel who have teen workirg in the field of Department

of the Navy small purchase and who have advanced beyond the
entry level in terms cf experience, knowledge, and respcnsi-
.ility. As such this study is directed toward Ger.eral
Schedule employees in the 1105 and 1106 series. Within the
scope of the duties frequently associated with GS-1105 and
GS-11C6 personnel, cmly those small paurchases for supplies

""and services within the purview of NAVSUP will be addressed.
Cn occasion, these personnel are tasked with procurement of

construction and other facilities related-purchases that are
normally undez the purview of the Commander, Naval,

.. Facilities Engineering Command. An e'xamination of these

crocriements will be specifically excluded.

7. lIIIl717ONS

Ibhis study has suffered from* the common Prolem of
limited rescurces in terms of time and funding, houever it

is felt that sufficient personal interface with pberscnnel
that set policy, and who direct and execute small purchase
%ithin tie Department of the Navy was. conducted tc ensure

- that the mcst rressing problems in small purchase were
"addressed.

14



G. AS!UVTIONS

7kbrcugbcut this research repcrt, it is assumed that the

reader is fami!i-" with the Federal Ac-aisition Erccess and

the liaitations and idiosyncrasies of small purchase.. It is

further assume' that the reader is familiar with basic Naval

terminclcgy and with basic contracting' and acquisition

termivclcgy.

H. UIPiI!IONS

1. 1endoi/Su2_lierZContractor: In the contaxt cf this

research rE~ort the terms ccntractor, vendor, and supplier

will te used interchangeally to indicate paxties that

Erovide sui•lies and services to the Government.

2. Stall Purchase: Small purchase is delined by the

federal Acguisition Regulation as the acquisiticr. of

xupplies, -rcnpersonal services, and construction in the

amo'unt of $25,000 or less [Bef. 1], [flef. 2].

L. GS-1102: .GS-11C2 personnel are those that are tasked

with acguisition for items totalling more than $25,000, and

are referred to as Contract and Procurement specialists.

These Eerscnnel are the " rofessional " acqui-siticn work-

force, and the averaSe grade 'level of these personnel in the

federal Government is between a f;S-10 and GS-11 level.

4. GS-11:5: GS-1105 personnel are termed purchasing

specialists and are the cornerstone of the small Eurchase

function within the federal Government. Their specific job

tasking is in the stall purchase field, and they.comfrise

the vast majority of Iersonnel performing the small purchase

* .functicn within the Federal Governmer'.

5. G.I-1106: There are two categories of GS-110b erscnnel;

procurement clerks aid procurement assistants. In general,

procurement clerks are utilized in the small :uxrchase

• 15



f.nction whereas procireaent assistants are utilized in the

contracting functioral area. For the purpose c± this

research effort 4  GS-1106 personnel will be included with

GS-11C5 in the analysis and recommendations of this thesis.

I. CEGAIBIZATION OF 7EE STUDY

71is thesis is crganized in such a manner clat the

reader is given a gereral background into the framework and,

;roblems associated with small purchase. Areas of prcfes-

sional, organ izaticral, and training weaxnesses are

discussed anLd examirEd, as are recommendations to imprcve

the peerfcrzance of intermediate level small purchase

perscnrnel.

Chapter II provides necessary framework and backSround

to establish a general setting for the focus of this effcrt.

Chapter III examines and discusses professional develcpment

weaknesses that have consistently plagued small rurchase

personnel and that have been the genesis of many of the

traimirg and perfbrzance shortcomings discussed in later

chapters. Chapter I1 'reveals and discusses organizational

shortccmings that have exacerkated other structural weak-

nesses and that have in therselves contributed significantly

to turnover, inefficiency, and less than acceptable Ferfo~rm-

ance it zany areas of small purchase.

Chaiter V presents and discusses thie major areas of

training shcrtfalls that were uncovered in the course of

this study. Problems are stated, , causes and contributing

factors are examined, and Solutions are 2roposed for each of

these areas of deficiency. This Chapter is addressed tcward

policy ard management level personnel as they must he the

origin and impetus for any concerted effort to improve small

purchase performance.. Chapter VI presents a proposed format

16



to br ucilized for ccnstructing a vianle training Ercgram

that a~dresses the areas of weakness that the researchers

have unccvezed. This Chapter will also present a sample

training guide for cne of the specific areas 'of weakness

discussed in Chapter ,V. A brief cost and benefit analysis

of the iz~lEmentaticm of this study follows in Chapter VII
to allcw tie reader to ascertain the financial impact of

izplezenting the prcposed training. A summation of, the

research and it's pctential impact is provided in Chapter

VIII, which alsc prcvides the researchers' conclusions and

recommendations relative to this 'research effort. A

pletbcra of appendices that include a list of interviewes, a

summary of small purchase personnel manning leyels, a

summary cf selected statistics, and numerous references and

directives that. the research has found would be useful as a

ready reference to small purchase personnel are also

provided.

17



1I. FEAMEWOEK IND BACKGROUND

A. flA1EOEK

Gcvernzent proctrement in the strictest sense is the

procuzement of supplies and, services necessary to operate
various segments of the Federal Government .in an effective

and reipcnsive manner. It has, however, evolved intc a
political, social, and eccnomic instrument of the hiýhest

crder. 7he Congress has viewed Federal procurement as a
convenient means of, effecting and furthering sEeci"ic
social, political, and Aconcaic goals, and as such it has
keen the subject of - significant legislation and interse
scrutiny. In this, an election year, the federal budget has
tecone a central issue; and as the most significant aisict
cf the ever burgeoning budget, DOD ipvocurement has ccme
under ever increasing examination. As the Ey.ecutive and
legislative branches cf the Gcvernment search for azeas in
which to trim the budget, procurement efficiebcy and effec-
tiveness will receive increasin.9 attention and criticisE.

As previously mentioned, Federal -procurement acccunts

for a sicnificant portion of the Federal budget. Ir fiscal
year 1SE2, procurement'aimounted to more than $ 158 kiilicu,
or slightly more than 21% of the Federal budget [Ref. 3].'.
Spending by the DOO accounted, for nearly 31;; of these
Frocurezents, or over $49 billion [Ref. 4). The recent
report to the President by the Grace Commissicn (The
President's Private .Sector Survey on Cost Control) recog-
nized the impact of. DOD procurement upon the budgetary

process, and cited potential savings of' $4 billicz if
*procurement techniques and execution were performed mcre



effectively and efficiently ty the DOD fRef. 5]) ihile

"those fauiliar with LCD procurement are skeptical cf thrise

projectEd savings, jersonnel at all levels reccImizE the

need for improbed iurchasing and it's attendant ccst

savinCs.

7c date, thý focus of the majority of studiez regarding

the ailitary procurezent systex have been upon the acquisi-

tion cf zajcr systems, which in many instances individually

represent the outlay cf billions nf dollars. Miajor systems

acquisiticns are costly, and account for 92% of the. total

procuzexcnt funds by the Federal Government. By contrast,

small purchase actions totalled over 18.3 million individual

acticts in fiscal year 1982,, although accounting tcr orly

7.5% cf total dollar outlays [Ref. 6]. Small purchase

within the DOD aaccunted fox over 12 rillion of these
I Itic_, 1 itih an associa ted value of over 112 billion

[Ref. 7> As of late, mure attention has been directed to

this heretofore ignored segment of procurement, and legisla-

tive and executive involvement has increased accordingly.

. Public interest has also been fanned by recent sensational

stories, such as acccunts of spare parts overprizing.

At this juncture, the reader may 4uery, "What exactly is

small purchase and bow is it implemented within the rOt"?
As previcusly delin.ed, small purchase is the acquisiticn of

supplies, nonpersonal -services, and construction in the

amount of $25.00C or less [Set. 8]. The dcllar threshcld

for siall Farchase was increased to 525,.000 fro& $10,00C for

Defense Agencies'in fiscal year 1982, and as .: result the

scope of small purchase has increased dramatically.. The key
tenets of snal. purchase are that it is a simplified set of

frocedures effected' to reduc. the administrative , burden of

relatively sadil dollar value purchases, and to increase the
"cpportanity for small and disadvantaged businesses tc cktain
"a fair Ecrtion of Government contracts. As we shall discuss

isI



in scie ieascu-•e later in this thesis, these objectives have
merit, bcwever' they are often in conflict.

1. BICKGCCOND

S•all purchase prccedures have been developed tc reduce
administrative costs while retaining an acceptable degree of
contrcl over the small purchase process. Federal
Acquisition Regulaticrs and implementing instructions by the
agencies are a comprciise between controlling administrative
costs and contrcllimg pricing and source selection. 7he
Federal Furchasing system itself has evolved over the last
two hundred years, and has it's legislative roots in 1E09
whczý the Ccngress reguired that all purchases and contracts
:or SUjlir.s and services shall be made by either open

furchase, cr by previously advertising for proposals. 7he

intent of this legislation was to ensure that contractors
were nct favored over one ancther, as that had been a
significant problem tc that time. During the course of the
next cne hundred years, Federal contracting became codified
in clinions of the Courts and additional Congressional
legislaticr, as, well as agency tradition. The advent of
1orld War I1, 'however, prompted Defense agencies' to realize
that fcrmal advertising and it's associated clerical and
administrative tujden were too cumbersome, to respond to
events in a national emergency. After World' War Ii, Con'gress
formally recognized this fundamental shortcoming in the
Armed Services Procriement Act of 194,7, which authCrized
Defense agencies seventeen exceptions to formal advertising.
Included in th~se exceptions. is the waiver of formal adver-
tising for small purckase [Ief. 9j f Ref. 10], and thus the
genesis of present-day small purchase authority and

procedures.
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C. SICUIEIiEMENTS

Crganizationally, small Eurchase is usually a separate

and distinct division within the ;rocurement office and, as
such, operates in a completely different environment than

purchases in excess of the small purchase threskold;

commonly referred to as contracts. In an effort to iiplement

the desires of, the Congress regardini small purchase,

federal agencies have published specific directives and

regulaticns regarding the limitations and requirements for

small Eurchase. In crder to simplify -urchasing for small

purchases, exceptions to convention regarding ccmpetition

and fcrral advertising have been authorized and are the

tasis upcn uhich small purchase is implemented and executed.

The irtert cf these eyceptions.. is to recognize the tradecff

between the administrative cost of placing repetitive ciders
for siall dcllar value items and the desire to have ,competi-
tion, documentation, and contract advertising cf scme

nature.
Cme of the key aspects of small purchase is that

purchases of less than 01,000 can be made without comieti-

tion. The only caveat placed upon the 'Contracting Officer
or buyers is that business be rotated in an equitable manner
and that prices paid in the absence of competition be judged

as "fair and reasonable" [Ref. 11]. This waiver of the

requirement for comretitioxr recognizes the administrative
burden, attendant costs and inefficiencies that would result

from scliciting competition for small dollar value procure-

ments'. 7he waiver cf the requirement for competiticn for
purchases of less than $1,000 [Ref. 12], is probably the

most ccntzoversial. asiect of small purchase, as the Congress
has always subscribed to the theory that competition is the

cornezstcne of free enterprise and is necessary to avoid the
cpportunity for fraudulent pricing on the part of'suppliers.
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The Ccrc.;ses has recccnized, h,,.wever, that the burden asso-

ciatEd with ensuring competition is oftentimes more ccstly

than the administrative efforts necessary to solicit ccxje-

tition and thus obviate unethical pricing by vendors. The

report of the Commission on Government Procurement says of

competition:

Ccmaetition is rct a procurement technique. It is
a j rDc'menon of the marketlace and the extent tc
which it exists in any given marketplace ordi-
rarily is not iniluenced hy the method of p•rcure-
1ent employed. Competizion is the, effort of
seilers, acting independently o. each other and
offering prcduc s or services that are reasonatly
close substitutes for those offered by other
sellers, to secure the business of the buyer
•zoiosinq the nost attractive contract terms.jRel. 13]

Eresent day small purchase can be subdividei into tcur

lasic dcllaz constrained categories that define the amount

of ccmpetition and advertising required before making. a

purchase. Small purchase can also be divided into two

categories relative to the requirement to reserve lusiness
for small and disadvantaged concerns. Figure 2.1 is a

graphic representaticn of these relationships.
As can le seen from Figure 2.1, there are three major

cate~cries of small purchase. Procurements of less than

$1,00C that do nct require competition, and are reserved for

small business; procurements.in the range $1,000 to $10,000
that require some degree of competition aad advertising, and

that are reserved fcr small business; and procurements in

excess cf 110,000 that are substantially similar to the

requirementE of fczmal contricting above the $25,000

threskcld, and whicb are not reserved for small business.
Subseguently, small purchase personnel are now required to

possess a diverse -azge of knowledge and skills as they may

take ncn-ccmpetitivci small procurements or may beccme

respcasikle for a ze'.ctiated advertised pro= urement of

significant magnitude.
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Dcllaz Value cf Extent o1 Competition
Ficcuiement and Advertising

$C-sI,000 * No Ccz.etition Req uired I

$1,OCO-I4,99S * Competition recquired to the iI maximum extent possible (1)
* Enccuraged to post a notice .

of intended purchases I

I $5,OCC-$10,000 * Competition required to the-
maximum extent possible* ust pcst notice of intended

purchases

11C,000-$25,000 * Competition required "
* Purchase must be synopsised (2)

in the Ccmme ce Business
Daily (CBD)

(1) 10-S10,000: Eurchases in this categor are uni-
laterally set-aside for Small and Disadvanlaged.d

(1• $10,000-$25,CCC: Purchase in this category are.,
_nt zet aside for Small and Disadvantaged Businesses. ,

S1 ".
Scurce: Researchers

I I

"Figure 2.1 Small Purchase Categories.

Procurements in the first category are relatively

staple, as small purchase personnel are relieved ct, mcst of

the requirements fcy documentation and other cleiical

duties.. They must,, however, determine that the price the

Goverrment 'pays is fair and reasonable. Although competition
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in itself is not required, buyers dre'rgeuired tc ensure
that puichases in this category are fairly and ecuitally
distritutEd throughout the husiness Dase.

The second categcry of Erocurements is somewhat mere
complex, however it is not substantially different than

rrocurementi for under $1,000. Small purchase personnel are
required to obtain adequate competition for procurezents in
this range, and are also enrouraged to solicit at least
three bids to ensure that prices are in fact competitive.
Additicrally, for purchases between $5,000 and 1IC,000,
buyers are also reguired to ;ost a notice of anticiFated
-rocurements in a putlic place so as to afford local tusi-
nessier the opportunity to ascertain the scope and extent of
expected small purchases above this nominal value by the
Goverrment [Ref..14]. Buyers are also encouraged, but not
required, to do the same fcr procurements of, less than
S5,00C. 7he mcst iiportant asp•c•t of all purchases under
S10,CCO is that they are unilaterally reserved for saall and
disedvantaged businesses, with few exceptions [Ref. 15].

The third'categczy of irocurements with which small
purchase personnel are faced is that of procurements in .
excess of $ 10,000 but less than $25,000. This category is
the most recent addition to the duties of small rurchase
Ferscrrel, and is the area where the idiosyncrasies of
competitive 'procurezent are least understood' by small
purchase personnel and their supervisors. All procurezents
in this category must be synopsised in the Commerce Eusiness
Laily (CEL).

E. 817ECDS

Ssall purchase by its nature is involved in zeFetitive

purchases cf low dcllar' value items. In consonapre with
'efforts to alleviate zuch'of the clerical duties a..,.ciated
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bith GovEznzent Froctrement, a 'limited number of FurchaSing

vehicles is authcrized for use ia the small purchase arena.
The genera.1 purchasing document.F that are authorized iL2
small 1ýurc;3ase are the blankct purchase aqreeme:.t, the
purchas. crder, the imprest fund, delivery orders, and

severa,. ,:ther doctamerts of less significance. Each ef these
vehicles is examined in brief kelow:

1. 1lazket Purchase Ajreezent

The blanket jurchase agreement is an administrative

device designed to reduce the time and effort required to

sake repetitive purchases from the same source. for siilar

categcries of material. It is an agreement between the

vendor and the Goverrient that allows representatives of the
Goveiriert to place cral or written 'orders against 'a pre-
existing purchase agreement without a foraal p-.cChase order.
It is generally executed orally, and the person placinc the
call need orly ccntact the vendor, obtain.a price. gucte, and
place tie order. Accountatilit,, and administrative ccntrol
are insured through the use of "call numbers" that the bityer

gives to the vendor. Invoices are normally only prepared
uou'hly and 'substantiated by a summary of the call nulters
and their associated prices. The Government ', retains a
modicum cf control by includi.'; a clause in blanket jurchase
agreements that states that the Government will not be

liable fcr calls (purchases)' placed by persons not speciLi-'

cally authorized by the Governreat [Ref. 16']. An addi-tional

benefit to the Gcverxent, cc~mon to users of BPAS, is that
through judicious delegation of the authority to use blanket
purchase agreements tc the ;irsonnel geuerating the reguire-"
ment, the buyer can be relieved of these relatively simple
purchases and can better allocate their time tc thlcse
purchases reqguiring scre expertise fRef. 17].
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2. Eurchase Orders

Euzchase orders are the tasic tool of small purchase

perscrnel and are used for nearly all purchases that are rot
within tte purview of blanket purchase agreements. They are
essentially an offer to a vendor, based upon a determiration
that the price listed on the purchase order is the mcst
advantageous to the Government, for the vendor tc Ercvide
supplies and services to the Government in accordance with
the terms and conditicns of the order. Although a purchase

crder is nct technically a ccntract because it is an cffer
cn the .art of the Gcvernment without corresponding accept-
ance by the supplier ý it is considered essentially a
contract as the buyer and seller have usually agreed tc the
terms and conditions before it is prepared. It is not,
however, a legal contract until the contractcr p-rovides the
"requested goods cr services, or until he begins substantial

perfcrmance of the required work [Ref.' 18]. With the excep-
tion regarding, the timing of the document's legality as a
contract, these documents are analogous to contracting in
the private sector. A significant subset of purchase crders
fare th'ose 'that dc not have an agreed upon price at the time
cf is.uance by the Government. These are referred to as
unpriced purchase orders and are utilized to commence neces-
sary. crk cn a project that has aa undetermined scope. There
are fairly stringent rules governin~g their use and
application [Ref. 19%

.3., Iirest fund

T.7he imprest fund is another category of small
purchase that is designed to overcome the expense of placing
orders for very small dollar value items. It is essentially
a metkod ty which users determine a source of supply 'at a
fair amd reasonatle price, and then obtain a cash advance to
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purchase the material directly irom the venmdor Ref. 20].

Ihe itietus for the izprest fund is that most purchase crsa-

nizations, includinS the Government, have found that the

cost tc process a small dollar value pqrchase action through

the i :.".ing tranck often far exceeds the value of the

item - 'irchased. In an effort to overcome this ctvicus

inefficiency, price controls ire somewhat relaxed with the

expectation that the cost savings far exceed any pctential

abuses.

'4. relivery Orders

The final mavor, categcry of small purchase tech-

niques is the delivery order. Delivery Coders- are not actu-

ally a method of small purchase, however, they are utilized
frequently by siall purchase personnel. These types of
purchases may reduce the time required to execute an order,
and ccnseguently the cost of small. purchase by allcwing

buyers tc place delivery orders against existing contracts.

Another .Frinary advantage of delivery orders is tbat. tey
allow several purchasing of A.ices to utilize the same
contract, and thus take advantage of quantity discounts that

they zight not be able to gualify for individually. Ihese
crders are placed against ccntracts commonly re. erred to as
indefin.ite-delivery contracts., There *are thr e types of
indefinite-delivery ccntracts; definite-juantity contracts,
.r'guirements ccntracts, and indefinite-quantitj contracts

* [Ref. 21]. The appropriate choice of these cont racts is

goverred by the amourt of information known regarding tizes,.
['-cf delivery2, and ;uantities reiuired at the time the,

""contract is awarded. These cntracts offer seieral advan-
trages to the Governmert, including mini2izing the level of

SGoveirmert stock- fox ,materials wnere there is a known need,

permitti'rg direct delivery to users, 'and allowing a large
neasue of flexibility on the part of- the Goernzent as
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i.

zegazds delivery scheduling and ordering of suEplies and
services after requirements materialize. They alsc permit

jfaster ordering of neede. sup;lieZ and services while miri-
. :izinS the Governments obligation to the minimum quantity
'. ...pecilied in the contract.

S• 1. PUS5CNNEL

Within the Federal Government, small purchase duties are
assigned to civiliaz personnel in the GS-1105 and GS-110'

7- .. series. These personnel are the primary personnel perfcrrming
small purchase acticns within the DOD, with iilitary
enlistc'd personnel ccnprising the other segment. Cn ccca-
sion, contracting personnel in the GS-1102 series are
assigned these duties, however an assignment of: this sort
would he an aniomaly, as their expertise is generally
"Utili2ed only on acquisitions in excess of $25,300. Nithin

- the GE-1105 series are several classirications that divide
the series into differing levels of kncwledge, :skill, and

U superiiscry resionsitilities. The focus of this paper is
toward GS-1105 and GS-1106 personnel that have been cm the
job for several years and that have completed the kasic

- - small iurchase course' in one form or another. These
p perscnnel are the " tread and butter "1 of a small purchase
c-"crganizaticn, as they are the personnel that are tasked with
the vast majority ¢f purchasing actions in the small
purchase spectrum. It is assumedthroughout this paper that
these pcrscnnel are familiar with the basics of small
p purchase and only refuire specialized training in specific

* areas wkere there is a general lack oa knowledge or,

"-- understarding.
S GS-1105 series Fersonnel are termed small purchase

*• specialists and are responsible for the vast majority of
p procurements within the scope of small purchase. GS-1106

• "- 28

3o.O,



personnel or the otter hand are procurement assistants or

procurement clerks, aand are not generally directly tasked

with taking, procurearent acticns. The distinction between

GS-1105 and GS-1106 personnel is less definite in the field

however, and it is nct uncommon for GS-1106 personnel to be

periorzing small purchase functions. The crux of a typical

Positicn Description (PD) for GS 1105 series perscnrel is

cited below:

Ile duties and responsibilities of GS-11G5
personnel involve me hcds of acluiring goods
and services tbrcugh an acquisition process
Cr method knovE as simplified purchasing
procedures. Tlese methods include, but are
mot lizited to the use of mandatory sources
cf suply, d£Lanket purchase agreements,
imsres unds, oral quotes, and purchase
czdeis with open market sources. Exceit for
thcse unique, csolete, or specially •abri-
cated or marufactured items requiring
in-depth negotiations that -may result from
Requests for Qcctation, goods and services
rurchased are readily' ideitified, described

ty.irand name, cenerally.ccmmercially avail-
alle, nationall- or regionally advertised,
and available from numerous sources.
Supervisory control may ranie from close
supervision of the entry level trainee, to
cr y a general review of actions taken for
legal conformity ty journeymen. [Ref. 221

As evidenced by the brief introduction and exazination

cf small purchase discussed abcve, it is a complex set of

"rules and regulations 'that govern a.,very sizeable percentage

of puzchasirg by the federal Gcvernment. It is an area that.

requires increased attenticn in the Procurement ccmaunity

and will te receiving ever increasing scrutiny hy the

Congress and the putlic. Although t he duties of small

Furchase personnel arE often considered clerical in nature,

they are in. fact quite complex and demanding. The duties and

responsitilities of siall purchase personnel have increased

dramatically in the last several years, yet the Federal
procurement system has !ailed in large measure to reflect
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this increase in scoIe, through a-coacerted effort to ircvide
nece-sa-a) training.
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11. EBOPESSICNIL DEVELOPMENT

A. Ii!2CDUCTIVN

In the rrocess of gathering data concerning existing and

Fropcsed small jurchase training, it became increasingly

clear to tie researchers tiat any training program may be

dramatically impacted by many jrafessional and organiza-

tional c1bazacteristics. Interviews with.buyers and supervi-

sory . erscnnel at field activitieg consistently produced

comments concerning ueaknesses in professional and orgariza-

tional development. It was consistently perceived that

these weaknesses related directly, to training in a number of

important ways. .. rther, even across varied activities, a

surprisingly consistert pattern ci concerns emerged.
Accepting this interrelationship for the momert, the

following tuc chapters will identify those professicnal and

organizaticral concerns expressed in interviews, examine
their impact upon training, and attempt to suagest acticns

that may lessen the adverse effects. The 'list is nct by any

means all inclusive, and is intended only to suggest arEas
for activity self-examinaticn. Additionally, current legis-

lative and regulatory efforts in these areas will be hi~h-
lighted in order' tc introduce the reader to current

initiatives at the vederal level.

E. COBBINI DIRECTIVES

It at atmosphere of increased Congressional and public

concern about the intfgrity cf Federal procurement systems,

it is not Surprising that the quality cf procurement

personnel should come under scrutiny. ThM results of this

scrutiny have been numerous studies and inquiries resulting
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in legislatica, re~ulation, and establishment cf fcrual

todies uithin the Federal agencies to implement reform.
The most comprelensive regulatory attempts to Ercmcte

professicnal develol.ent of federal procurement ;erscnnel
are ccrtained in "ITi.e Office of Federal Procurement -Pclicy

Act" [Ref. 23], Executive Order 12352, !,Federal Procurement
Eefor's" [Ref. 24], and "The Office of Federal -Procurement
Policy Act Amendments of 1983." [Ref. 25] "The Office of
federal Erocurement Policy Act" established the Office of
Federal Erccurement Eclicy (OFEP). Additionally, the Act
directs the heads' cl each' of the . Executive agencies to
develcf and maintain a procurement career management prcgram
withir their respective agencies to ensure an adequate
Frofessicnal work force. In crder to implement the provi-
sions of "The Federal Procurement Policy Act, Executive
Crder 12152, delineates objectives to be achieved by the
agencies. Career maragement programs are to cover the full
range of personnel aanagement functions. Programs are to,
result in a highly qualified, well managed, professional
work force. Finally, "The Cffice of Federal Procurement

Policy Act Amendments of 1983" is even more specific it its
directior to officials in the Executive agencies. It
requires the establishmet of a formal Procur'ement Career
Management System to he j)intl'y admin- istered by the agen-

cies, and further dir cts , the deveiopment of fcrzal.
Erocurement Career Progrims tc form the substance of that
sy:.,tez.

C. !E•! IUSK GROUP AME ITS CC1CLOSIONS

As a direct result of Executive Order 12352, various

inter-agency task grcups were impaneled to address a full
range cf Erccurezent 1rob Lems. Under the direction of CFPP,
lask Group 6 undertcck a comprehensive examination of each
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facet of the existing ErocurEic.-nt work torce. Il particular,

the fcllcwirg areas here examized for each of the recogrized

prof~ssicnal series related to procurement [Ref. 26] :
1. The status of the series at individual. Executive

agencies.

2. Mutual and urigue Frotlems in performance, training
and career irogrespicz.

3. identified areas in need of improvezent.
4. Suggested imizovement technigues and programs.

5. The best methods to develop and manage effective

career management proGrams in crder to satisfy the guidance.

T he results of the initial work by the Task force,

presented in early 1SE4, indicated some serious weaknesses
in existing programs for small purchase personnel [Ref. 27].
In fact, the group concluded that no effective career devel-

cpment co training pxcgram exists for most 1105/1106 series
Eerscnnel withir the agencies. Occupational standards for

the 1105 series had last been rewritten in 1969, with no

substantive revisions in the ensuIng'15 years. A. written,

these standards failEd to reccgnize the current' duties and
responsitilities of tie 1105 series, and failed, to reflect

the current complexities of small purchase procuirefent due

to regulaticn and law [fRef. 28]. Further, the existing
standards did not acccunt for the tremendous increase in the

volume and variety cf tasks assigned to the 1105 kuyer due

to the rise in threshold values from $2,500 to $25,00C for
all acencies during the period of neglect [Ref. 29], nor did

they reflect the level of sophistication' of some items now

hithiz tke thresbold amounts.
Particularly trcublesome to the Task Force were the

terms and definitions associated with the 1105 series in the

existirg standards fief. 30]. Small purchase, as a disci-
Fline, was distinguished primarily bhyits reliance upon
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simplified Eurchasing proceduzes. This distinction a,4eated
directly responsible for the videly held belief that the
small purchase functicn was relatively simple an.d primarily

clerical in nature. This keliei, in turn, had fostered the
formaticr cf an aara cf second-class citizenship arcund the
field of siall purchase, without admitting that siapliiied

purchasirg Frocedures could cover many complex transactions.
Finally, it was clear to the Task Force that the cutdated
1105 stardards were in di'rect conflict with the recently

reforned cccupational standards for the 1102 series
[Ref. =11. The 1102 standards had reserved fcr al
contracting in all its forms to the 1102 community, hhile
the 1105 standards assigned the same functions to 1105s in
certain instances. In fact, as will be discussed lat'er in
this zepcrt, this inconsistenci has caused consideralle
confusic ir personnel and task assignment which is still
b-ing expcrienced today.

Task Force 6 fourd similar problems with the occuia-
tional standards relating to the 1106 series. Altiough scme
revisiors had been accomplished, there' was still ccnsider-
able cvezla; of prescribed, functions with those of the rew
1102 stardards, especially fcr proc'irement assistants at the
GS-6 level and above. Additionally, it'was noted that no
training prcgrams of note had been developed and dedicated
to the particular needs of the 1106 series [Ref. 32).

E.- TEE' IEW FROM TBE FIELD

Interview responses from supervisory personnel and small
purchase buyers. at various field activities tend to sufpcrt

the.ccnclusicns reacted by Task Force 6. Most 1105 and 1106'
position descriptions support the notion of small purchase
as a clerical • function, at least as perceived ty thcse
invQlved in small purchase. Those interviewed repeatedly
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related that £csiticD descziptions primarily dmphisize'

Ezodi:ctivity in teris of vdlume at the expense cf quality

recognition. It appears that in many activities, 1105 and

1106 FezscLnel are citen asked to perform in areas not

related to their prcfessionai standards, much like tempcrary
t.el:..

A second common perception related ty small purchase

per. ^rnel is that cf a systemic pr3ference for those

contract personnel in the 1102 series. This preference is

manifest in the form cf greater cpportunity for advancement,

a less demanding wcrk atmosphere, more. organizational

support, and better pay. Freguently cited examples: irclude

the relatively greater nuater of higher gradesi in the
contract shops as well as the belief that performance evalu-

ations are generally better. Almost without exception,
small jurchase ierscmnel see no comparable systemic effdit-

to recognize small purchase as a Erofessional discipline.
Ihe iinal group of consistent responses relates tc the

atmosptere in the siall purchase shop itself. It is not

uncomzcn for buyers to characterize their wcrk envircrment

as sioilar to that in an industrial "sweat shop." This

seems to'dezive primarily from the work loads coupled with
the complexity and changeability of task assignments.

finally, respondents often mentioned the lack of formal and
informal recogjnition for superior performance, and.the'lack

cf needed training administered by the coamands.

E. IE! ERACTICAI EIZICTS

'ke practical effects of this professional neglect of

the perscnnel engaged in the small purchase functicn are

likewise readily allarent from the responses of those

involved. Ihere exists considerable confusion at all levels
about the nature of 1105/11C6 responsibility, especially
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where tasks appear siailar to those assigned to perscnnel in

the 1102 series. Ccrseguently, it. is Siaite common, based

upon the researchers' cbservations, to find small purchase

perscnnel working in areas that should properly be assigned
to- ccntracting persoxzel in the 1102 series, and vice versa.

A second manifestation, clearly recognized by tanagers

at all levels in procurement administration, is the high

.urncver rate among small jurchase personnel. Experience

appears tc estatlish the organizational life expectancy of

the krightest small purchase performers at about , three
years. After that, they zove into contracting jots ir the

1102 sceries, or -ositions in cther sectors of Government and

civilian endeavor. This would not be particularly

disturbing if it represented genuine career progression and'
resulted in a supericr work fcrce overall. However, the
researchers' research clearly suggests that such moves are

usually' motivated ly a desire for higher pay and less

intense work, rather than any real interest in the field of
contracting a's a career.

An even more revealing and potentially more damaging

"attit'ude" problem surfaced in the researchers* observaticns.
and interviews at many activities. The researchers clearly

noticed an air cf deep cynicism on the part of many buyers

conceining ,a variety of aspects of job and organizaticn.

Interview responses seem to indicate- that this is prisarily

the result of a perceived disparity between a buyer4s cwn
desire for professicnal status, and actual organizational

treatment,, commonly characterized as non-professional. This

cynicism, in turn, has engendered an underlying. zccd cf
hopelossness manifest in frequent complaints about never-

diminishing work loads, minimal opportunities for advance-
ment, and a lack of individual recognition.

Many, cther, practical effects of the general deficiency

cf Excle.ssicnal development were noted in the researchers'
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intervieks. Two of these, particularly, tear noting here.

first, there appears to be a common reluctance on the part

cf buyer-level 1105s and 1106s to accept supervisory respcn-

sibility. Lnterviek responses indicate that this signifi-

cant step in career development is avoided as a result of

the view that such responsibility means little more than
additional work. Seccndly, the researchers were disrayed to

find' that, on the whcle, the mcrale in most small Eurchase

shops is dismally icu. Each of the previously presented

professicnal deficiencies has contributed, to one degree or

another, tc this situation. It is further apparen~t, from

the researchers' interviews cf those in management Eosit-

tions, that the true extent of this decline in morale is Lot

generally recognized.

Finally, and perhaps most critically from the standpoint

cf what the researchers hope tc accomplish, the researchers

cbserved that many cf the factors discussed may have cper-

ated to lessen the incentive of the average small purchase

tuyer to learn and improve jcb skills. This element of

kuyer attitude, alcre, appears to nave had a decidedly
negative iipact upon existing efforts to conduct training at
all activities that %ere observed. Again, any connection

that zay exist between general deficiencies in professional -

develcizent at the activity level and learning attitude

appears to have escaped' those responsible tor training

,design at all levels cf the prccurement effort.

Z F. 21SK GRCUP BECO-BIBDATICNS

Cnce lask Fcrce 6 had ccmileted its priaary task of

develcrirg an effective career development program fcr the

1102 series, it turned its attention to general reccamenda-

tions concerning' the small purchase series. In early harch

cf 1S4, the Task Grcup issued "Task Group 6 Report on Small
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Zurchase Personnel Career Management," and presented the

report to the Executive Committee on Federal Procurement

Befoxx cn March 12th [Ref. 33]. ihile essentially a

prol-csed Eclicy statesent, the report did recommend that the

executive agencies perform the following tasks [Ref. 34],

fRef. 35" :7.
1. 'evelop comprehensive plazs, for employing, frozcting

and trailing small purchase specialists.

2. ZstabliUL career development plans for small,
purchase *iecialists to include definitized criteria and a

certificaticn prograk.

3. Establish fczmal "career bridging" mechanisms that

enhance 1105 transiticm to 1102.
4. Develop an interagency program for comprehensive

.training in small puichase tecbnigues.
5., Bevise and rewrite the GS-1105 and GS-1106 classifi-

caticn and Sualification standards.

6. Establish an interagency work group to define:
a. Sp elcific weaknesses.

k. Necessary skills.

c. Training and experience goals.

d. Guidelines for demonstrating ýroficiency.
Essextially, the Task Force report refl6cts what the

researchers believe may be appropriate oails for any ccz.re-

hensive and coordinated career developmenL program fcZ small
;urchase personnel. Research conducted for this repcrt

indicates. widespread interest in accomplishment of the'

follcwinS specific otjectives:

1. Overcome performance guality and productivity' rcb-

lems.
2. Reduce small purchase related fraud, waste, and

abuse.

3. Ercvide for an orderly and predictable transition
from 1105/1106 series to the 1102 series.
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4. Enhance entry-level hiring practices and stardards.

5. Stimulate a sense of professionaliss in the small

purchase ccammnity.

6. Prcvide tiely and usable reference materials to
small purchase personrel in the field.

7. Ersure funding fcr small purchase research and

training.

e. Clarify areas of professional responsibility and

expertise.

S. Specify stardards for both fcrmal and on-the-job

training for all small purchase personnel.

1C. Conduct ar oagoing program ol review of small

purchase methods and procedures.
11. Pefine predictable career patterns with visible

rerfcxamace and experience milestones.

12. Prcmote Government-wide consistency in the field of

small purchase.

G. ACIICS UNDERWAY

As a result of tke policy structure established by the

Task force, some corstructive actions are already underway

in, the area of small purchase career develotment.

Bepresentatives of the Task-force "lave begun a comprehensive

survey of the small purchasa function. The survey, sched-
uled to le completed ia the fall of 1984, is designed to be

Iroad tased, systexatic, and to solicit views from all

levels af the Federal procurement community.. The results of
the survey are intended to serve the following purposes

[Ref. 36 :'

1. lo define specific career management goals.

2. Io address sie'ific organiLational weaknesses.

3. To identify specific aAas of performance weakness.

4. To identify specific training requirements.
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Ccncurrentiy, urder the sjonsorshii and guidancE cf the

*: Federal Acquisition Ir.stitute, (FAl), development has tegun

.cn a desk guide, wcrkbook, and instructor's manual to be

used as a tasis'for training and as a reference fc small
SIpurchase zersonnel [Sef. 37]. This package is scheduled for

completicn rear the end of calcndar year 1984, and is keing
desigied fcr interagency use based upon Government-wide
procurement concepts. Individual agencies -will be encour-

. aged tc Supplement tie material in 'order to highlight uric.ue

-rotleas and concerns.

A Finally, discussions are currently underway with the

Cffice of Personrel Management (OP1) corcerning the revision
* cf classification and qualification standards for the 1105
* and 1106 series IRef. 38]. Similar revisions have been

completed for the 1102 series, and it is expected that clear
delineaticn of series respcnsibilities will- scon be

-" tortbccming.

H. lISCUSSION AND ANALYSIS

The i'mpcrtance of a competent small purchase work force

cannot he cveremphasized.' Small purchase, as a function,

"b.s a tremendous impact on operational .:e diness. The vast
majority of missicn-essential supplies and services not

available through Gcvernment sources are obtained through
small purchase. The relative autonomy and low visibilitj of

"- the snall purchase uyer 1signal high potential for fraud,
waste, and abuse. Czall purchase shops have, over the past
three years,, provided in excess of 50% of the entry-level
perscnnel in the 1102 series [Ref. 39]. This percentage

" , will undcubtedly rise as the level and quality of training

increase in the small purchase shops. Because of the, large
number of actions generated In the area -of small purchase,
the pctential for adninistrative cost savings as a result of'
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"increased tuyer Eroficiency Jz tremendous. ;nded, F arform-

ance improvement may Ze moze closely related Lf actual

dollar savir.js in slali puichase' than in any other single
area cf piccurement.

The efforts 'f Task Gruj 6 have placed the Federal
Govere•et well on the road toward achieving a number of

important objectives in the struggle to improve small
purchase procurement. Chief among these may he:

1. A realization of the importance of the small

purchase function and its p erscnnel.

a 2. A clear defirition and segregation of authority and
respcnsitility in the procurement work force.

:. Establishmebt of real opportunities for career and

perscral development at all levels of Government procurement

in general, and small purchase procurement in particular.
4-. A renewed sense of professionalism in the small

purchase cczmunity.

S. The institution of adejuate programs for ongoing

Strainirg and evaluaticn of small purchase personnel.

6.. Uniformity and consistency in the performance of

small ;urchase prccurement throughout the federal

"* CGoverrmert.
*Ubile it is extremely encouraging to note the Frcgress

. keing made in the area' of small purchase career develcpment

reform, the researckers must note some substantial ccncezns
that say aiso need tc be addressed. First, research indi-

* cates that' there are those personnel who will be contert. to
remait in the 1105 and 1106 seLies, and do not -aspire to

cross the, career "bridge" to the 1102 series. There appears
to be a lack of orgarized encourAgement and support at all

levels fcr this career choice. Further, interviews reveal a
perceived lack of relevant training and'prcfessional treat-

sent fcr these career small purchase personnel.:
p
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lie researchers' final ccncern is that each of the

Emerging eLhancements to career development in small

purchase he translated into reality at tbe operatioral

level. Ncrk loads often will not, without adjustment,

j.•-Iit the required levels of training. Evaluation criteria

for siall purchase personnel, as mentioned earlier, are not

always consistent with. the established career develcpment

parameters. Aaditicrally, manning levels are generally tot

adequate to permit concentration on appropriate

respcrsitilities.

Delatively recent Congressional and Executive initia-

tives, then, have tegun tc explore possible weaknesses in
professional develciment programs for small purchase

personnel. Surveys now underuay are intended to prcduce

data that may be utilized to establish formal career

patterrs and training programs. General goals aid policy

objectives have been specified, and some preliminary actions

have teen urdertaken.

The researchers' interviews reveal a current ccrcerr 9n

the Fart cf small furca-tse professionals regarding the

quality cf professioral development. A number of specific

areas have been addressed it this chapter. Responses indi-

cate a Ferceived connection tetween weaknesses in Ercfes-

sional development ard the effectiveness of any Eroposed

"small jurchase training program.

7c this end, it ucst be noted that weaknesses in. prcfes-

tional development may be only one of two classes of iredi-

Saents to the imjpemertation of effective training fcr small

purchase personnel. The second class appears to consist of.

perceived deficiencies-in the organizational structures and

practicez of individual commands. The next chapter will
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Examine tiese ,erceived organizational deficiencies in
detail.
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IT. ORr-INIZAIIONAL STBUCTURE _AND PRACTICES

A. IIMiCLUCTION

Jcst as weaknesses in szall purchase career develcoment

say ke negatively influencing, attitudes toward training and
professicnal impiovesent, perceived deficiencies in organi-
zatical structure at the activity level may be having the
same kind cf impact. This structure defines the working
atmosphere within wtich any training program wculd be
conducted, and are cf great concern to buyers and supervi-

z-ory Fersonnel alike. It is recognized that each activity
struggles with its cwn unigue set of problems and solution
Constraints. Recent Contract Management Reviews and inter-
view responses indicate, however, that certain clearly
defined areas emerge time after time.

Reported performance and training deficiencies in these
areas appear to result from the relative position cf the
small purchase function within the contracting organizaticn,
and fics the admini-stration of the small purchase unit
itself. Issues encountered range from technical competency
to more sub-ective cc'rsideraticns, such as attitude. It is
the researchers' opirion that most of these organizatioral
heaknesses zay be addressed with little disruption cf work
flow. !cIe, hcwevez, appear to require a reevalua~ticn of
orgarizaticnal policy at various levels and a redefinition
'cf the small purchase function.

In this Chapter, the researchers will examine each of
these areas in turn. The presentation will focus on the
potential impact upon small purchase personnel and training.
finally, for each area, the researchers will identify
;ossitle sclutions.
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2. SEEAMATION OF PECIESSIONAL SERIES

In tte Erevicus Cbaiter,' the blurring of proper distinc-

tions ketween procurement series was related to cutdated

classification standards and inaccurate position descrip-

tions [Ref. 40]. The results of this apparent confusicn are

most clearly seen at tle activity level. In the contracting

activities that the researchers visited-or otherwise inter-

viewed, twc manifestations were common. First, as indi-

cated, small purchase perscnpel in the 1105 and 1106 series
were cften performing tasks normally the responsibility of

1102 ;erscnrel. This was especially true in smaller activi-

ties. In addition, %here 1105s and 1106s were bot.h Iresent
in the same organization, they were usually indi-tinguish-

able in task assignaert.

In this situation, solutions are merely the extersicn of

current efforts at tte Federal level as previously descrited

[Ref. 41:, [Ref. 42]. Individual position descripticns must
le rewrittex- in acccodance with the recently revised 1102

gualificaticn'standaids and the pending revisions fcr 11G5s
and 11C6s. Specific attention must be paid by managers and
superviscis to assigning responsibilities in line with these

revised icsition descziptions. Finally, critical evaluation

elemerts mtst be reviewed to ensure that the.y relate 'to
apprclriate task assicnments.

C. CiIGNIZATION OF 1!! BUYING FUNCTION

Ike tuying function in snall -purchase shops has beren

divided by various activities in a. nuaber of diffterent ways.

.n the ccurse of research, instances were noted of buyers
divided ky commodity, by 'erceived level of difficulty of

"the acticn or buy, ky geographic location of vendcrs and

suppliers, by uajnr customer, and by coabinati.ons cf these

forms. There aro sost cer.tainly other methods, emrloye4



elsewhbere, particularly by orcanizations with more sjecaal-

ized rezFonsibilities. It is not clear in many instances,

however, whether ttese schemes have been utilized as a

result of proven eflectiveness, or whether they have been

perpetuated from one Iccal administration tc another through

time. In other instances, this organizational facet is

being ccnstantly chanced on the basis of changing adainis-

traticn •nrcferences.

Euyers perceivc some decidedly negative effects

resultinc from this inconsistent application. They have

expressed a sense of confusicn •when familiar systems aze

constantly .hanged. Organization by level of action diffi-

culty aFrears, both from interviews and observation, to

Fresent a number of potential problems. First, it may

effectively deny grcwth opportunities to less experienced

buyers. Also, it ray render proper rotation of sclicita-

tions ard 1lanket purchase order (BPA) calls much more

difficult, as comacdities overlap without an effective

systex cf communicaticn or cross-check available in mcst

activiti.es. Some systems appear to make it extremely diff.i-

cult to rotate buyers to brcaden experience. The buyer's

ability to tecome fasiliar with vendors and products may be

hindered by some of the existing forms.

Scme hasic. solutions readily suggest themselves under

these circumstances. Each of these solutions, howev-er, must

'be flexitly viewed im order to accou'nt for uniq'ue manning

and custcmer service reguirements. First, each activity

should reexamine its kuyer assignment policy, to include the

follcwing ccnsideraticns:

1. Elffective utilization of existing expertise.
2. Effective training through assignment rotaticn.

•. Personnel developnent through exposure to assign-

sents of varying levels of difficulty.
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4. Maximua oflortunity for buyer familiarity with

sources and products.

Euyers intervieued indicated the highest degree of

satisfaction with organization by commodity. Such a classi-

ficaticn sckeme does appear to realize all relevant consid-

eraticns. It is likely that increased use cf data

1rocessirg eguipment would ease the acute problems of ccmnu-

nicaticns ketween buyers, and render many of the ctber

methcds zore effective.

L. EHEZElECE MATERIAIS AND PUBLICATIONS.

Ccntract- Management Review (CME) discrepancy rejorts

repeatedly cite the absence ;f up-to-date publications and

reference zaterial it many small purchase shops, especially
in the saaller and acre remote activities. Even though the

Federal Acquisition Fegulations (FAR) and the associated
repartnert cf Defense FAR Supplement (DOD FAR SUPP) became
effective as of April 1, 1984, many activities contacted do

not have -sufficient copies of these vital publicaticts to
.serve kuyer needs.. At 'nearly every activity, there appeared
to be very little guidance available to buyers on the use of

the PAR and DOD FARSUPP. NAVSUP P-467, the primary refer-
ence cf snall purchase for many years, has been superceded
j.y the EAR, and yet tuyers commonly report that no guidarce

bas leer given fros any level concerning its immediate

status.
Sclutions to these problems range fron'the simple tc the

complex. many activities may avoid recurring CMR discrepan-
cies ty'siaply ensuring that an adequate number of the.
Iroper publications and reference materials are available to
-P.ill purchase Ferscrnel. This should definitely include

the fcrtkcozing FAI reference materials mentioned in Chatter
III [Bef. J43]. Dedicated training in FAR and DOE PAR SUPP
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utilization should te recuired for all smail purchase super-
visors and perscnnel (althcugh this subject will not be
addressed in this work). Most impor'.antly, NAVSUE should
take the lead in' development and promulgation of a clear

policy regarding proper reference sources for small Furchase
luye•s under FAR.

I. CUB4BI LEGISLATIC30 REGUIITION4 AND INSTRUCTION

Anctker significant buyer complaint concerns the diffi-
culty experienced in keeping abreast of emerging legisla-
tion, regulation, and instruction pertaining tc small

purchase. It is reported that copies of this kind of
material are often nct availatle to the individual buyers.
When katexial is available, it appears that it is citen
difficult tc understand and seldom interpreted and suma-
rized for the convenience of user personnel.- Buyers
complain that the relevance of available material to

specific buyer tasks is not always made understandable.
fle researchers, contend that this situation may iepre-

sent a critical weakness in the structure of organizational
suppcrt fcr most small purchase personnel. The researchers
suggest that NAVSUP take the lead in developing a prcgram to
gather, prepare, and distribute regular summaries of the
latest legislation and regulation applicable tc small
purchase. Superviscrs at individual activities should
ensure, as a matter cf regular review, that each 'buyer main-
tains a file of relevant legislation and other pertinent
guidance. Also, managers and supervisors should te tasked
to ccnduct local training on a regular basis to encourage
familiarity with the practical requirements applicatle to
kuyers. -
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1. CEGANI2ATIONAL GCALS AND PEICRITIES

As in any healthy organization, the goals and cbjectives

Cf prccriement activities are constantly being reevaluate',

and refined in order tc accomilish the stated missior. This

has keen especially true in recent years as a result of

increased public and political attention. Unfortunately,

the research indicates that the operative goals and iricri-

ties cf individual activities are often not clearly articu-

lated and communicated to small purchase personnel. The

following kinds cf ccrcerns have been the focus of organiza-

tional emihasis at rearly every activity at one time or

another:

1. Zrccurement Administrative Lead lime (PALT).. cr scme

cther neasure of transaction.processing speed.
2. Competition percentages.
-. Iota! document numbers processed.
4. Achievement cf socic-economic goals.
Many tiaes these shifts are ordained by higher authcrity

in respcnse to pressures at higher levels. Often, however,
they appear to represent changing concerns at the activity

level. In any case, buyers freguently report that the

commuzicaticn of current areas of emphasis to the tuyer

level is not generally timely, and is not always reinfcrced
through local, instruction and training. Further, they

complain' that goals ard priorities are not always reflected

in the evaluation systems applied to the individual uyers.'

Clear and immediate communication of changing goals and -

priorities should he a key element of policy at every

procurement activity. Each should develop a written pclicy
statezent ccncerning the particular goals and objectives of
the snall purchase function, and see that this statement is

clearly and regularly ccmmunicated to. all perscnnel.

Ec-cformance eyaluaticns of small purchase personnel should
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ke clearly and directly related to achievement of thcse

goals ard cbjectives. Every attempt should be made to

achieve staki-lity in this goal structure. It would seem

desireable, though not always practical, to limit changes to
those acccmpanying mis5sin revisions only. At leas't, each

activity shculd attemrt to avoid those alterations eriven by

transitory needs.or temporary concerns..

G. EUECEM.NCE APPRJISAL S7S!EMS

The perceived inadequacy of current performance

appraisal -:stems for small purchase personnel is a dQ1i- i
ciency apparently recognized ly authorities at all levels.

Current systems do nct, those interviewed contend, clearly

reflect the perfcrmarce or abilities of buyers or suFervi-

sors. In fact, a review of current literature indicates

that attention has been dire'cted krimarily toward methcds o"f

efficiency aeasurememt rather than consideration of relating

those measurements tc formal evaluation criteria.

Each tuyer interviewed indicated a belief that evalua-
tion bas heavily based upon the volume of actions processed.
Each felt that such systems did not adequately reflect vari-
ations in task nature and cczplexity. The result, buyers
seem to feel, is ar incomplete picture of the quality and
expertise of personrel: (both in a positive and negative
sense). Inadequacy cf performance appraisal appears to be a
zajor contributor tc the "sweatshop" perception mention'ed
earlier.

It is the researchers' opinion that expert maragemrent

assistarce at the highest levels is reguired to solve this

problem. Specifically, the researchers believe that a
"two-pronged" evaluation standard must be developed to apply

to all 'small purchase personnel. The first elemert in s-uch
a stameard would corsist of a rating of the, overall task
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complexity cr difficrlty~assigned to the individual buyer.

Ihe -:-eccnd element would ke an evaluative rating of the

actual jerformarce cf the buyer. Volume consideraticns

could still be factcred in, but should te weighted to

reflect tie types of tasks being performed. The researchers

sujggest that NAVSUP attempt to take a leading role in the

develcrzen' of a basic perfcrmance appraisal system for

field level activities. Such a system should be flrxible,.

within specific parazeters, to meet the uni.ue needs of

those activities.

B. RICCG•IION

The husan need fcr reccgnition and positive reinfcrce-

gent is a fundamental concept in the behavioral sciences. -

According to many suall purchase personnel to whom the

researchers spoke;, owever, this concept is not always

inc.-rpcrated intc practice. Rcutine recognition of superior

;erfcrmarce is cfter irregular or non-existent. in fact,

many tulers and sulexvisors consider this a particularly

sore jcint. Cften, existing recognition attempts are

perceived tc be insircere or pclitically motivated.

In this area, suggestions from the buyers thezelves

ranged .icm cash awards and promotions to kledia recogniticn.

The researchers contend that specific forms of'reccgnition

are nct' tie critical issue., Bealizing that there are clear
limits cn the options available in this area; the

researchers suggest that each acti'vity develop a fcr.aal

recogniticn program and use it. Recognition criteria should

be clearly communicated to all small purchase perscnnel.

Additionally, the researchers suggest that NAVSUP spcnsor a

regular ircgram of field recognition in the area cf small

purchase.,
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I. CIZEIC1l SUPEORT

Even with the blessings of simplified purchasing Froce-

dures, small purchase buyers generate a tremendous vcluze of

paper wcrk. Given the time sensitive nature of mcst

actions, it would sees imperative that small purchase buyers

receive adeguate clerical suppcrt. Buyers and supervisors

report tiat this is nct the case in many activities, ese-

cially tkose with large jrocuirement'organizations.
Mcst organizational plans that the researchers observed

provide a single, ty;irg pocl for' the contracting ard small

purchase functicns. In general, these pools appear to

contain an insufficiert number of typists to meet all needs.

%here wczk crder is determined by the typists themselv'es, it

is perceived by buyers that contracting paper work cften -=

takes precedence over that cf small purchase. Buyers

believe that this is- because contracting jobs are more

interesti.ng, involve more money, receive more maragement

attentic, and are less tedious. -

The problem of clerical support wquld not merit mention
"Except that it appears tc ima.act so dramatically upon

cbserved buyer performance. relays in purchase acticn can,

in many cases, ie traced directly to delays in the clerical -

functicn. These delays have run as long as 10 days, with

clerical backlogs of as many as 800 documents repcrted
[Ref. 44:. Such clerical limitations directly increase PAL-

'and necatively influence other performance measures. Buyers
s.uggest, that they 'are not easily convinced of the dEsire-"-

ability cf additional training when 'they are not getting'

this sima'le form of ciganizaticnal support for thie work that

they are currently dcing.
where, o!Ssible, activities should establish separate

typing ;ccls for small purchase. Such an organizatioral

distinction may enco'crage closer contact between typists and
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tuyers, and aid in tke early resolution of problems- small

purchase supervisors would also find it ea~~tc rf~view

work and scieen priorities ir. the pool. Clerica- -:er'scnnel

also benefit bi increased opportunity to become taziliar

with the un~ique needs of small purchase. Alternatives would

be to dedicate specific personnel in common pools tc, small

pu~rchase, or tc establisb scre focxn of work scheduling

systex that does* nct discriminate Against any functioral

area cf Ezccurement.

J. SUZESVISORY SUPPCET

lie vcluse and variety of small purchase tasks, together

with the the range of personnel capabilities, appear tc, make

effective supervi~sict essential to the mission cf small

purchase. It should be noted that the researchers did, in

the ccuise of cbsexv;w;ions and in'terviews, encounter a

number cf comp etent supervisors. The research reveals,

however, a number cf essertial management -fancticns; that

many small purchase supervisors do not seem to kerfcrm, or

perfcra cnly'to, a lialted degree.

Although the u.1tizate responsibility for the dispbsition

of individual actions rests with the buyer, intexvievs indi-

S *ate that there are a number -of screening a ;tiens tba-6

should be performed by, the supervisor' to ensqz e the most
* effective utilization of time and talent. Incoming. purchase

tequests should be screened for assignment to the appro-

priate buyer. Priorities should be screene Ito assist'

buyers iE ordering their work and to prevent ibuse of the
.priority system.7 %here buyers need assistance, Fpuzchase

descriitions shculd be screened to determina adequacy'.,

Tihere activities 11ovide walk-througi small purchase.

service,. malk-throughs must be screeLted to prey' nt pressure

on buyers engaged in more urgent work. Scree ain g, as a
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generic activity, ajjears to te essential to superviscis as

a means cf keeping track of the flow of effort in the s-ho.
Supervizors, in ary organization, provide the' esseEtial

link ketueen upper levels of management and those actually

"perforsing the task. The researchers observe that it is no

less true in the small purchase environment. Buyers desire
that suiervisors take an active role in recognizing the

achievemerts of individual buyers, and soliciting crganiza-

tional recognition. They should take the lead in suppcrting

the efforts of small purchase personnel, both within and

without the activity. A competent supervisor shculd, be
easily accessible ix: order tc provide technical cr cther
assistarce. Supervisors should be able to identify indi-,

vidual areas of need, and shculd be a vital part of small

pur.-base training.
At least two otter organizational weaknesses that the

researcheLs have obse;rved appear to relate to the quality' of

supervision. First, buyers relate that supervisors often
fail tc ensure that personnel have relevant publications,

regulaticus, and instructions. Further, it is reported that

buyers often are not tA-ained in their meaning and appl±Ia"

tion. Seccnd, the researchers observe that more substantial
attempts tc minim'ize the recurring aspects of tasks and

redurdant requirements for information could begin at the

superviscry level. These attempts maI consist 'of d'esigns
for lccal forms that assist buyers in the performance of

Ioutive job*.

bhere are no easy answers to the .luestion of supervisor
competence. The researchers suggest, only that an expanded
view cf the nature of supervisory responsibility, including

elements herein noted, be adopted at all levels. Selection

. and evaluation of supervisory personnel should then be
grounded in this expanded view. Training, both in general

managezent skills and in all aspects of small purchase, aay
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also te valuable. Attenticn to the s'ecific subject areas

in the next Lzaptet would familiarize supervisors with

trainin; deficiencies currently found in the field. To

complete the circle, formal channels for buyer feedback to

superviscrs should be established and their use enco.uraged..

Such mechanisms should permit evaluation cf superviscry
effectiveness in a ccmstructive, non-personal manner.

l9. CCEAIMICATIOZIS

Effective ccmmurication may 'be the lifeblcod cf the

small Furchase organization.' A free flow of informaticn,.

koth inside and outside the activity, apFears necessary in
crder to accurately determine and satisfy customer needs.
This infcimational flcw may also be critical to the process

cf sell-evaluation and performarce improvement. Many small
purchase orc anizations, however, appear to be sericusly

hampered ky weak internal and external communicaticns
systems and practices.

Internally, feediack from supervisory per-sonnel to indi-
vidual tuyers is often -reported to be 'irregular and ncn-

* constructive in nature. In several instances that -the
researchers observed, the relationship seemed almost adver-
sative in nature. Ir many others, communication cften tcok.
the fcrm c! criticism of varying strengths. Bayers coKElain
that CMB discrepancies and other review findings are, not

translated into specific goals and areas of concern that
tuyers can understand. Memoranda and instructions are often
;romulgated in language that is 'difficult to understand by

* those expected to be bound by their content. There is often
little sharing of gcod ideas -and innovative techniques
vithirnsaall purchase. shops.

* Ezternally, the researchers observe that buyers gener-
ally~have little, if any, personal contact with those people
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above and below them in the siall purchase pipeline.. They
often dc not know vendors and their products first hand, ncr
have they ever met face to face with representatives cf key
customers.. The researchers observed at least one example of
total dependence upon an unreliable medium of communication
by a large small purchase' operation [Ref. 45]. In this
instance, the saall purchase function virtually care tc a
standstill for a substantial period as a result of disabled
telex facilities.

Euyers appear to feel that a crucial aspect of ccmmuni-
cations, frcm the stazdpoint of small purchase training, is
superviscry awareness of individual buyer capabilities and
weaknesses. This may determine the supervisor's assessment
Cf the level of i-nstructional comprehension and need, and
consequertly influences the design and presentation of
training material., Supervisors may also take the lead in
encouraging the submission of useful ideas and innovations,
and assist in making these available throughcut the
organizaticn.

Several solutions appropriate to these situaticns have
teen suggested irev~icusly in relation to other prohlems.
These include the development and encouraged use of fcrral
feedback sechanisms. These mechanisms should permit regular
and ccnstructive interaction of buyers and supervisors, and
should be monitored by the activity for effectiveness.
Activities should develop sEecific and easily understood
action Ilans, including individual buyer goals, as a result
cf any review or insrection oa the small purchase function.
Such reviews are supposed to stimulate improvement. on the
part Cf the organization, and this can only be accomplisied
if buyers understand the results and expected individual

*imprcvements.

Scme very creative and effective efforts have teen made
by various activities to break down the barriers isclating
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kayers ficm both customers and vendors. Two at tle mcst

univezsally useful, tie researchers feel, are "'vendor days"

and meetings between buyers and principal custcmErs

[Ref. 46:'. In the fcrmer, available vendors are scheduled
to make jersonal visits to the activity, bringing samples of

their primary products. Buyers get a chance to see the

faces and handle the 1roducts that they deal with cn a day-

to-day kasis, apparertly resulting in increased contiderce

and buyer satisfacticn. Activity sponsored 2eetings tetveen

buyers and thier principal contacts at major customer activ-

ities seems to go a long way .toward eliminating future

confusicr, aisunderstanding, and ill feeling. Both c these

practices, in additicm, appear to foster the "team" attitude

so necessary in any service organization.

I. SIEVICE ATTI7UDE

S•all purchase buyers who have an understanding cf the
vital service that tkey perform, and who desire tc prcvide

that service under all circumstances, report that they will
not hesitate to seek out and absorb additional training.

Eased upcn a sense of the prevailing attitudes in the activ-
ities that the reseazchers cbserved, much needs to ke dcne

to encourage and maintain an overall "service-criented"
attitude in small purchase shcis. Zvils that may be encoun-

tered include, but are not limited to, total buyer dedica-
tion to the problems of vendors, treatment of custcrers as.

annoyances, and consideration cf action requests as anything

cther than cpportunities ta serve.

This is another iroblem area that is not easily grasped,
let alone eliminated. lack of service attitude, however,

appears to be the single greatest impediment to training,

* and sc must be dealt with. Managers and supervisors must be

extremely sensitive to manifestatidns of buyer attitude.,
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Activities should regularly sclici.t formal aad infcrmal

feedtack frcm all customers regarding impressio.s of tuyers.

As an additional tocl, the researchers strongly suggest that

each activity publish and support a policy statezent on

service. An example of such a stGi. nicnt aiready in use by

several activities is included as Appendix A. Begular

.perfcrmarce evaluations should, -likewise, reflect the
kuyer's performance in this regard.

In ozd~r to propcse a lase line curriculua fcr small

Furchas; training, it was necessary to examine and evaluate
the ccntent and eflectiveness of current efforts ir the
area. Uitlout exception, those to whom the researchers

spoke at every organizational level agreed that the tcoic of

small purchase training desperately needed critical reevalu-

ation. Just as Task Force 6 had su~gested, the common

percepticn is that current training in small purchase is

woefully inadequate. The following common causes of this

inadequacy are cited ty buyers and supervisors:

1. Insufficient time is allocated to training tecause

cf operaticnal wcrk lcads.

2. Formal instruction for small purchase is generally

comtined with that fcz contracting personnel.

3. 7raining .s seldom directed to the particular Ercb-
lems cf an act ivit

4.. 7raining s idcm addresses emerging specialty issues,
such as Automate Lata Prccessing (ADP) buying under

expanded ttresholdi.

5. Iraining materials are usually unsuitable reference
zaterials.

6. Nc speci 'ic training exists for small purchase

super iiscrs.
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7. %raining materials are atten outaated, and are

difficult tc coaireherd and use.

8. No attempt is made to relate small Furchase tc the

cverall Sc-ernaert piccurement effort. Buyers do not know

why they must do the things they are trained to do.

At this time,, most small purchase training in thq CDr is

kased upcn a segment of the entry-level F rocurement ccurse

develcled and taught by the Army at ?t. Lee, Virginia

[Ref.ý 47:. As taught, small purchase peculiar material

constitutes a four-hcur segment' of the course. Bost Iccally

develcied training prcgrams are. derivatives of the fcur-day

correspcndence versicr also developed at Ft. Lee. As nearly

as tie researchers could detezmine, nearly 201 cf the

Ferscrnel currently borking in Navy small purchase shcps

have zct bad this training [Ref. 48]. At this time, there
is nc program for, scpplementation of this basic package

[Ref. 49. Follcy-on training, where it occurs, consists of

reapplying this saie entry-level material. Prevailing

cpinicr indicates tiat this Faterial is not in a fcrzat -

useatle cn a day-to-day basis hy buyers in th* field. This

is further corrcborated by the profusion of local deriva-

tives, each attempting to render the training 2ore timely

and relevant. Even bhere attempted, the researchers fcand

that training was irregular and incomplete.

Ectential soluticns to this urgent problem. are the tajcr

thrust of ' -this work. It is the researchers'opinion ,that

significant' progress may be made by better uxtilizaticn of

existibg scurces of training coupled with the immediate

develc~ment of a fcllow on or refresher course designed

specifically to address existirg problems. First,. it is

essertial that activities ensure that all small purchase

perscanel attend some approved fcrm of the basic' course. A

formal refresher program should be administered ty each

activity on a regular tasis. Such a program should, at a

zinimum, cc'nsist of the following:
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1. A siecific list of topics reievant to the effcrts of
the irdividual activity, developed jointly by buyers and
sanagers.

2. modularized training material specifically de.signed
for siall purchase refresher training.

3. Supplemental material designed by the administering,

activity.

4. Specialized trainixg fcr small purchase superviscry
Ferscnnel, emphasizinS their unigue responsibilities.

5. Dedicated training time according to a previously.

publicized schedule.

E. A formal feedback program to assess training effec-
tivEDEss -

7. Fcrmal reccgnition and. documentation of completed
training.

Ui. SUSBEIE"-

7be apparent organizational weaknesses just discussed

represent real -and present ccncern, of small purchase
Ferscnnel. These ccncerns were revealed' not in response to
guesticns regarding crganizaticnal structure, but rather in,
respcnse tc requests to identify factors that influence
small Euichase trairing. Because of this perceived link,
these ccrcezns have teen examined here in the barest terms.
The researchers feel that serious consideration must be
given .to these specific areas, as well as those that sincere

self-examination may 1rovide. Such consi4eration is deemed

a prereguisite to successful training of any 'kin.d. This
coAsideraticn must be given, as indicated, both at the
systems ccmuand and activity levels.

In the process of addressing the apparent deficiencies in

both professional development and organizational stiucture,

many existing performance discrepancies should likewise be
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cverccre. Other recurring discrepancies, the reseachers

contend, largely reflect weaknesses in current training

Cnly. The next Cha~ter will identify and discuss thcse

area a. .

61



I-

V. OVERVIFI OF PECPCSED TRAINING AREAS

A. IJUCLUCTION

In the Erevicus cbapters, the professional ai,. organiza-

tional ezviLonments associated with small purchase have been

examined in some detail. Attention will now be turned to

specific training deficiencies uncovered by research, and

the nature and ccntert of suggested training materials. The

purpcse in this effcrt is to identify recurring training

needs ncw fcund in Navy small purchase organizations, ard to

estailish tie outlize for a taseline training prcgraz to

ueet those needs. In subsequent chapters, the researchers

will discuss suggested training format and methodology, as

well as tie estimated costs of traininj implementaticn. -.-

In this charter, the Fresentation will focus cn a

strictly lizited numier of areas which exhibit, according to -

research data, the greatest frequency cf occurrence.

Zurther, these specific areas were most often identified in
kuyer interviews as critical to efficient and effective

small purchase perforgance. The researchers will attempt to ,

deal witi individual topics in a conceptual way, emphasizing - -

the'need for individual 'activities to tailor or modify the
materialý to meet unigue needs. As stated in intrcductcry___ '.

remarks, the existerce of a level of knowledge consistent

with lasic entry-level training will be assumed. Finally,

every attempt will le made to encourage a sense of prcf.es-
sionaliss in' those who conduct and receive small purchase

training.

The iresentation in this chapter will not attempt to
address every prccedural discrepancy, or training deficiency

encountered in the literature or research. No attempt is
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zade to deal with any subject it minute detail. NC claim is
made cr implied that the pe'rceived deficiencies herein exam-
ined are tc be fcund in every activity examined.

2. SCUSCIS OF IIFORAITICN

Written findings and recommendations resulting from

Contract Matagement feview (CMF) evaluation visits ccmprise
the ikizary source of discrepancy information. These

consist cf:

1'. Specific reviews conducted at various levels within

the Naval Supply Systems Command (NAVSUP) during 1982 and
1983 [Eef. 50].

2. A NAVSUP Arrual Repcrt of Contracting Mazagement
zeviews'[Eef. 51]. -

-. A NAVSUP '.eziannual CMR Report summarizimg review
trends [Eef. 52].

"4. Iccally prepared lists of standard findirgs and

recomaxncations [Ref. 53].
All infcrmation extracted from CMR reports was ccnfirzed

in interviews with field Management personnel at NAVSUP,
Naval Material Command (N¼.aAT), as well as those at varicus

referenced activities. Ihese Fersonnel are responsitle fcr,
amcng ctker things, tle a4ministration of the CIE ircgram at
their respective levels. Additionally, small purchase
superviscrs and perscnnel at selected individual activities
were questicned. Pirally, representatives of t4e .follcwing

crgazizaticns were ccitacted:

1. Cffice of The Secretary of Defense (OSD).
2. tefense logistics Agency JDLA).
3. General Services Administration (GSA)-

4. Federal Acquisition Institute (FAI).
5. Army Logistics Management Center (ALMC).
6. E. S. Air Fcxce (USAF).
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icst currently a~pl.;catle literature pertaining tc the
Lield of suall purchase was also utilized by the researchers
durinc the course of investigation. Relevant literature
ranged frcm the FAR to local training prcgrams giclnded in
the Leferse Basic Srall Purchase Course. Various Ercfes-
sional articles and iatecGcvernmental bulletins- and memo-

randa were incorporated as cited.

C. LICUSEf•NG CHBE DISCREPANCIES

Based upon a ccmprehensive review of availaile CMR ._
reports and discrepancy listings, the researchers have found

that tie follcwing specific discrepancies are, mcst '
'frequently indicated:

1. Inadequate HA documentation.

2. lalroper splitting of requirements.
- F. Purchase of public works type services.

4. Open parchase of material available in the supply
system or on Faderal Supply Schedules (F$SJ. - '

5.. Unauthorized commitments (purchase order issued
after tie ucrk has been performed).

f. Absence of purchase request from curchase files.
19. lack of subsequent certification of fair and

reascmakle';rices on. unpriced purchase crders.
6. Awards to ncn-respcnsive bidders.

S.• liroper preparaticn 'of DD Form 350.
10. Itadequate ;*ustification of fair and reasoauatle-

price.
11. Inadequate justifiration of sole source jrccurle-

xents.

.12. Inadequate documentation of gritten bids and oral

solic.itat.ALoms.
13. Iradequate justification of awards to other ttan

small tusiness where. required.
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14. Failure tc regular.ý review BPAs and cancel uhere

barranted.

1!. Non-current clauses and provisions in EFAs and

iurchase C der-s.

1f. tnadeg'•ate fpecifications or purchase descriptions.

17. -purchase of proscribed items.

1e. Back-dating v-f delivery orders.

1S. Purchase of construction materials and services.

2C. Zxcessive delays in document preparation.

21. laproper icdificaticn of small purchase furchase

crders.

22. Failure to execute BEAs where justified by repeti-

tive crders.
2-. Improper documentation of imprest fund trans-

acticis."

24. Failure, tc consolidate orders where more eccncm-

ical.

2!. Citation cf incorrect paying office on various

forms. s-

26. Inadequate documentation of information ccntained

cn DD Fcrm 1155. -..

A^. Citation of inaccurate or improper -accountin'g' data.

2E. Izproper prccurement of personal services.

2,S. laFroper prccurement of ADP equipment.

.0. Failure to scli.cit adequate competition.

Rbile the list- c, individual discrepancies may at first

glance sees. forzidalle,- discussions with small purchase

tuyezs and supervisors indicate a commonly held -belief that 4
these discrepancies result frcm degraded performance in a

smaller number of basic areas. It is in these basic areas .

that those interviehed have indicated the greatest desire

for lurtber training. It does, appear to the researchers"

that 1cllcw-on or refresher training directed toward the
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follcoing subject axras wculd eliminate the majority of .9
coamcr CEE discrepancies:

1. Requirements Determination.

2. Eurchasing Eethods.

-o iPA Use and Administration.

4. Purchase Order Use.

=_. Cocumentaticr.
6. Determinaticr of Fair and Reasonable Price.

7. Ccipetition.

E. S-all Business Set Asides and Cther Programs.

S. A•counting rata and Appropriations.

1C. Izprest Fund.

11. AEP Procureient

12. Prioritizaticn of Prccurements. '

b*e resainder of this chapter will be devoted tc an

examination of these tasic subject areas. The presentations

uill begin with a discussion of the specific probleis acted

in eack area by small purchase personnel. An analysis of

the ;rimary causes ard contributing factors noted in the

interviess will follow. Each section. will conclude with a

summary cf solutions sug9ested by the researchers, ir ccneo-

nance with the views of small purchase buyers and

superviscrs.

C. SC:IFIC AREAS 1 ,TRAINING SHORTFALLS

1. 1jSuirements Leterminaticn

a. Problems

While specification of requirements is nczxally

the res-onsibility cf the customer organization, small -

purchase buyers must actually translate the reguirement

statement into a call or purchase action. In order tc make

the translation successful in terms of performance and cost,
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the siall purchase buyer must te able to accurately evaluate

the adequacy of the requirements description. in practice,

however, CMR discrepancy reports indicate that buyers cften

accept requisitions cr other ;urchase requests that are

deficient in one or scre of the following areas:
(1) Inadequate item description.

(2) Chargeable funds citation.
(3) Certification cf availability of funds.
(4) Delivery address and instructions.

(5) Certification of screening against manda-
tory sources of supply.

(6) Projer priority assignment.

(7) Indication of proper authorizaticn.

In addition to errors in handling these rela-

tively common purchase request deficiencies, interviews
indicate that buyers experience difficulty dealing with the

follcuinS, sit~uations as wiell:
(1) Purchase requests which do not accurately
describe the requi'red item (s).
(2) Requests for items which are extravagant or

not missicn essential'. ý .
(3) Item descriptions that are so rarroly
drawn as to preclude meaningful competitiin.
(4) Reguests for unauthorized items.

(5) Requests that do not, contain adequate

justification fcr sole source proctrement.

1. Causes and Contributin; Factors

As has teen proposed by the researchers in an

earlier chapter, effective and efficient• ccmmunicaticn is

the lifetlccd of.any 1rocurement operation.. This appears to.

te particularly true in the field of small purchase, where

there exists a kroad spectrum of customer needs, customer
expertise, tuyer comketence, and urgency of need. Research
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data and observation indicate, however, that poor ccmzurica-

tion ira.tices commcrly result in the problems descriied

above. rie basically, poor ccmmunication denies the smail

purchase tiyer familiarity uitb the basic missions ard func-

tions cf customer organizations, and with the characteris-

tics of gcods and services utilized by the custcmer.

Custoer ijnor-.nce cf small purchase requiremerts and

constiaints also results.

A major contributory, element, acccrding to

tuyers, is inadequacy of supervisory and manageme.t suEFort.

Specifically, supervisors could be more active in estab-

lishirg and maintaining screening systems at the supervisor

*level. Additionally, their is a perceived lack of uppsr-

"level sulport for suck aggressive buyer actions as:

"(1) Returning requisitions or purchase reguests

for clarificaticn cr completion when necessary.

(2) Challenging scle source requests.

(3) Denying piccurement of unauthorized or
j extravagart items.

The remaining major factors have previously been

menticned in relaticr to weaknesses in a number of areas.
"•irst, Iuy-ers themselves admit, that continued emphasis on
perfcrmance rates and other volume measures encourages

cursory examination cf many purchase re,4uests in the inter-

ests ct time. Finally, buyers also indicate a frustration

kith the lack of the organizational resources necessary to
* indep•ed•ntly verify data included on reguests.

c . Summary cl Solutions

"The researchers recommend that refresler

training consist of a detailed review of the infcrmation

required in any adeguate ýurchase request: or reg'uisiticn,

"coupled vith a discussion of the purposes served by that

inforzaticn at each rung of the procurement ladder. Buyers
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should he made aware, through example, of the specific jrcb-

leas that result whet information is incomplete or inaccu-

rate. Activities should, a number of buyers have suggested,

Iroduce detailed samiles of suitanle request docuients mcst

ccmmcrly encountered by the buyers at the particular

activity. These sasiles should include guidance concerning

sole source justification, accountin4 data, mandatcry scuice

screening, pricrities, and evidence of authorizaticn.

Euyers, in the course of interviews, have also expressed a

desire tc jossess a comprehensive listing of unauthczized

items and items commcrly reguested which are usually ccnsid-

Ered heycnd mission need. "Don't buy" lists are currently

scattered throughout various procurement publications, and

appear tc he difficult to locate and use. Finally, the

researchers recommend the develcpment of a local form to
summarize and record actions taken in processing purchase
reguests.

Several important actions may be taken by superviscrs and

zanagers to assist tIe buyer in reguirements determinaticn.

"First, as has been mentioned, activities may arrange tuyer

meetings with major vendors and customers. Research indi-

cates that such contact initiates further effective ccmmuni-

caticn tetween buyer and vendor and buyer and custcmer.

Activities should also, the researchers believe, do more to
estallish formal screening mechanisms at the supervisor

level to assist buyers with itei descriptions, pricrities,
sole scurce requests, and guetionable items.

2. •ptimum_ Purchase Methods

a. Problems

The primary methcds of small purchase, as

carlier described, are the purchase order, the BPA, and the

impzest fund. The researchers have found that, overall,
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small purchase buyers are quite, familiar with each cf these

tools trrough experience and entry-level training. CMi

discrepancies continue to indicate, however, that irctlems

still exist in detersining the best method to use for a

given recuirement. Epecifically, the following prctl-ms are

repor ted
01) Small purchase buyers choose purchasing,

sethods hhich axe nct the zcst- economical for particular

transac tions.

(2) Activities tend to underutilize both, BZAs

and ipirest funds.

(3) Small Purchase bulers are not always ccgni-

2ant cf the variety cf methcds, forms, and thresholds apli-

cable tc small purchase.

1. Causes and Contributing Factors

- Most of the problems listed above appear, from

the research, to result frc the selection of purchase

methcds iased upon batit rather than a reasoned corsidera-

tion cf the advantages of one method over another under the

particular circuistarces. This approach is fostered, the

researckers believe, by a failure to understand the lasic

cbjectives to. be achieved in chosing a particular method,.

and ty a failure to te thoroughly familiar with the ccndi-
tions appropriate to particular purchasing methods.

fiially, supervisors acpear to be somewhat lax in screening

and reviewiig the purchase method selections' of buyers and

providing ccnstructive feedback and guidance. ý No periodic

training dealing with proper method selection was noted in

the researchers' interviews and observations.'

c. Summary cf Solutions

Suggested training begins with a review cf the

tasic ccmsiderations in chosing a purchasing method. Such a
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revieb siculd irclude, discussion oi tne relative eccncnies

cf tire and effort, the protection offered bcth the

Government and the vendor, the Eeculiar documentaticn, and

provisicrs promoting or denying future flexibility.

Activities nay develcr, perhaps in matrix form, a decision

tatle tc describe the conditions appropriate to each avail-

able setiod of purchase. Further, the researchers ccnterd,
activities should attempt to establish ratios cf methcds

appropriate to the experience of the activity, and mcrnitor

performance against thcse ratios. Finally, buyers have

indicated a need for regular exposure to current references

and exaziles of current documentatioL.

3. Elanket Furc~hase Agreements

a. Problems

The operative definition of a blanket purchase

agreement has been cited elsewhere in this work. %hat ray
not le readily apparent is the tremendous importance of this

procurement tool to the field of small purchase. Prcperly
executed and administered, BPAs represent substantial

savings in time and dollars for routine procurement
[Ref. 547. Because cf this jctential, and because EPAs are

encouraged and commcrly used, CLI personnel specifically
examine activity performance in this area during the ccurse

cf the review. Tie most frequently cited discrepancies

"relating tc BPAs provide the basis for' refresher trainiro in
this area.

According to available literature and interiiews

with siall purchase supervisors and buyers, the follcwing

basic pzoblems are associated with the administraticn of

EPAs:

(1) BPAs are not established when warranted.

This is primarily a failure tc recognize that repetitive or
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frejuent purchase orders issued to tne same vendor represent

requirements that ma, more economical.ly be satisfied with a

EPA.
(2) BPAs are not reviewed on a regular basis.

Fericdic revieus sbculd le conducted to evaluate the

adequacy of terms, tie currency 'and completeness of required

clauses, and the continuing necessity for the BPA.

(3) BP~s are not disestahiished in a timely

&annex. Buyers must screen active BPAs to deterzine if

current czders indicate a continued need, and if monetary or
duraticn liiitations lave been exceeded.

(4) Calls placed under BPAs are not adeqgately

documented and reviewed. BPAs are subject to many of the
same regulatory requirements applicable to all other methcds
cf. prccrze•.ent, and ,ust be documented in order to estaklish p

conformance with those requirements. Further, documentation
is Essential in the event that litigation results from
perfcriance under a EHA.

(5) An insufficient uumb'.r of BPAs are created --

to, enscre adequate competitic.. The current iclicy
zandating zaximuz coaletiticn extends to calls placed under
EPAs., Meaningful cc petition, and' full involvement of the
available business base, cannot be accomplished if EPAs are
issued tc an unrealistically small number of vendors.

(6) BPA calls are not rotated in'a manner that

promctes equal vendcz opportunity'. Once an adeguate number
of BEAs are established, policy dictates that all listed
vendcrs te given an egual opportunity to compete fcr and
benefit frcz GOvernmezt procurement dollars.

.(7) Individual BPA calls' are not Froperly.

screened to determine' if requirements are available fromn

stock cr cther Federal Government sources. Mandatcry
sources cf supply ap•:ly to calls placed under BPAs.

72
I



(8) Original BPAs do -not include all reguired

clauses, Cr those clauses are incomplete. -lany eesertial

legal and policy zequire sents are expressed in these

clauses, and they serve to protect both the vendor and the

Goverriert. Under the FAR, many aspects of these clauses

are clanced.

(9) Euyers fail to synopsize BPAs cr indi-
vidual calls when required. The existence of a BPA does not

eliminate the requirement to synopsize.' The apilicatle

regulaticn is included in the FAR [Ref. 55].

L. Causes and Contributing Factors

The research indicates several apparent causes

for these deficiencies. First, small purchase perscnnel
appear tc ke inadequately trained regarding the full rarge
cf aduirnistrative responsibilities associated with !PAs.
failure to treat the EPA as a dynamic instrument results in
a failure tc review ard document actions associated %ith the

EPA cnce it is established. This' narrow focus further aar.i-

fests itself in a co'iscn failure to urderstand the interre-
laticnshiF between the EPA and important Eclicy-
consideaticns, such as competition. Compounding this situ-
ation is a related failure by most buyers to become familiar

with changing legal, administrative, and policy reguirements

as they relate to BPAs.

The research further indicates,- however, that'
the buyers are nct sclely responsible for EPA discrepancies.'
Individual activities must, it appears from.research, assume
the respcnsibility fcr a common failure to establish fcrial

EPA review procedures and -review schedules. The research-
ers' ctservations indicate that few activities rigcrcusly
encourage BEA review tc determine adequacy, currency, and

necessity. Likewise, few activities have given guidance to

buyers regarding acceptable methods of EPA call rotation.
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Finally, it appears that the atmosiphere and wcrk

load in rust small ptzchase shops contribute directly tc the

freguert inattention given BPA administration. Interviews

indicate that many buyers dc nct appear to give BZA-related

tatters the attention that they deserve. In the ;ress to

meet efficiency regcirements, call reiuirements are not 7..T

always adegcately screened, records are not reviewed for

repetitive tuys, and inactive EPAs are not scrutinized.

c. Summary cl Soluticns

The researchers kelieve that any attempt to -

conduct training in the area cf BPAs should begin with an

effort tc define the role of the BPA in the procurement

process. It shculd ke clearly related that the purpose of

the EEA is to realize the econcmies of time and effort assc-

ciated bitt consolidation cf repetitive orders tc cne

vendcr. 7he BPA tay, nevertheless, result in binding

contracts, and must receive the full professional attention

of the stall purchase buyer. To this end, traininS should

include a detailed review of the requirements for'establish-

sent, review, mainterance, and disestablishment of BPAs.

Proper dccumentation is a crucial element of the

success cf any. procurement action. This is especially true

for EPAs, despite their seemingly routine nature. She

seecific documentaticr requirements for BPAs' are ccntained

in the fAi, and should be presented along with discussicn cf

the pircses served, by each requirement. This presentation °"

xay he dcne either in conjunction with SPA training or, as

the researchers suggcst,i as fart of a training module dedi-

cated tc the elemt rts of proper documentation for any

1rocue•elnt acticn.

As menticned, the areas of rotaticn and mainte-

nance of sufficient ruabers cf BPAs are consistent sources

cf CS discrepancies. A comprehensive traininig ccurse, the
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researciers nei~ieve, should contain specific activity

guidance ccncerning sethods of call rotation and. the proper

zuinber c A BPAs tc estakli~sh in any commodity irrca.

Additicnally, training should c.-ntain a review of FAR.-tased

clauses reguired in EPAs, tc include a list of all, such

clauses and conditions for their use.

Small puichase buyers, finally, indicated 'a

desire to -possess a current list of all references

pertaining to BPAs. This list should contain FAR refer-

ences, ,as well as ocerative local policy statements.

Additicrally, valualle guidance may be found, the

researchers believe, in the Defense Acquisition Regulation

(DAB) and Naval Sulply- Systems Command Publication 467

(NAVSC2E E-4 67), evem though these have been. superceded as

regulaticn ty the FAB.-

4. Zurchase Ord.czs

a . Problems

Purchase crders are the basic tool of small

purchase personnel, aid as such their use often results irn a

fair rurbez of significant discrepancies. The use of

delivery ciders coupled with purchase orders comprises a

significant portion ct the purchases made by small ru~rchase.

jerscnnel. These jurchase actions are generally executed

via a Er Form 1155, hovever they may be transmitted by

w ~ritten telecommunications, or executed on agency a~jroved

forms such as ýthe Standard Form 411. Purchase orders are a

*unilateral offer to a supilier, and therefore are not -

binding contracts until the vendor accepts the order. Ibis

say te accoaplished by shipping the supplies, performing a

significant jortion of the crder, or by written acceptance-

of the crder. in general., terns and conditions that are
.included in purchase crders are negotiated by the Government



and the vendor before the Turchase order is prepared, and

britter acceptance is therefore not ncrmally reguested by

the Gcveinment I ef 6]. !

Purchase crders are the most technically diffi-

cult small jurchase dccuments to prepare, aseach tize cne

is issued and acceFted it becomes a legally tirdin-
contract. .1he use cf purchase orders is not ccncettv.:..y

different from contracting in the private sector or from

contracting in the Government above the small iurchase

threshold. As these purchases sometimes take a relatively..

long tize tc be completed, there is increased oppcrtunity

for mcdifications or terminations as. a result of changing

requirements or capabilities. Each time a purchase crder is

modified or terainatid, it becomes a new contract sith all
cf the attendant legal considerations. As purchase crders
are the most ccmplex,of the vari-jus purchasing vehicles
available to small purchase personael, it 'is not surprising
that their use results in a large portion of small purchase
discrepancies. The fcllowing discrepancies are most ccmco-ly

cited by CR.Es.

(1) Imprcoer preparation of purchase order docu-

sents.

(2) Inadequate documentation of bids, oral
solicitations, sole source justifications, and fair. and

reascrable jrices.

(3) Use cf purchase orders to perform urauthcr-

ized ratification of unauthorized commitments.

(4) Pon-current clauses and provisions..

(5). -Citing incorrect paying offices and cther
financial editing errcrs.

(6) Prccurement. of unauthorized supplies or

services.

(7) Imprcper administration of' unpriced purchase

crders.
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The above discrepancies also appl'y in general to

delivery orders, however an additional recurring discrepancy

regardinc delivery crders is that they sometimes cite

expired cr incorrect contracts.

k. Causes and Contributing Factors

The primary cause cf discrepancies in the use of

the Furchase and delivery crders is that they are the most

complex and time consuming purchasing vehicles available to

small purchase personnel. As such, there are a plethcra of

administrative and legal rules governing their preparation

and ute. Purchase orders/delivery orders may be modified or

termirated, hence additional effort and expertise is

reguired in order to execute these functions properly.

Purchase orders may -also ke issued. as .unpriced purchase -

crders, and there are a host cf administrative reguirements

that govern the use cf unpriced purchase orders. Befcre the

advent of the FAR, azd to some extent after the intrcduction

cf the FAR as well, Suidance has not been succinct and easy

to Iccate. The FAR has several different sections that deal

vith purchase orders, ard as a result small Furchase
.perscrnel have a dillicult time ascertaining exactly what

requirements must ke met. The administrative hurdens

coupled uitt a paucity of training in thle proper use of
purchase crders .and dclivery crders have combined to make

their use cre of.the 'most difficult and error prone aspects

cf small purchase.

c. Recommended' Soluticns

The primazy area of concentration 'in training

regarding the use oi 'purchare and delivery orders should

focus upcn the legal aspects f these documents, and the.

resultant attention to detail that is rerquired. Small

purchase personnel should be trained in the detailed
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procedures of the izeparaticn of purchase and delivery

crders, with emphasis placed upon each section of the docu-

lent as regards it's importance and effect. Extensive

training should he given in the areas of modifying cr terzi-

rating these documemts, as well as the proper use of

unpriced purchase orders. As these documents are utilized

for mcst non-recurring purchases, particularly those of a.

relatively tigh dollar value,, it is important to give small

purchase Fersonnel a gcod conceptual base upon which tc draw

when tbel dc utilize these ,purchasing methods.

5. rocumentation

a. Problems

Documentation of any procurement action serves

several purposes vital to the overall acquisitior 1rocess.

First, documentatior preserves the factual setting within

which a irccurement took place. This record is essential to

'decisions tkat will le made in future procurements, such as

detersining the fairness and reasonableness of price. "
Second, documentaticr serves as a. basis of review cf the

Ferfcxmarce of the suall purchase buyer. Third, documenta-

tion provides answers to questions asked during the ccurse

cf extErnal investigations, inspections, and reviews.

Finally, doc.umentaticr may serve to justify the actions of a
kuyer or an activ"ty should legal, action result from a

;rocorement decision. In small purchase, this documentation

is no less important than fcr any azea of procurement.

Various CMR discrepancy reports cite the
follcwing as freguently occurring documentation weaknesses:

(1) Purchase files do not contain retained

copies• of all required and optional forms used, cr dc not

contain sufficient cclies fcr Froper administration.
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(2) Available rec:.4.c,'s do not a"i-ays indicate

what has bought and Icr whom. Ihis 'generally means lack of

an acccmparying requisition or other requirements dccumert.

It is the researclers' opinion that CMR perscnnal are

particularly sensitive to this discrepancy because it indi-

cates tte Ecssibility of unauthorized commitment or pctefn-

tial fraud.
(3) Evidence of coipetition, when required, is

often Eissirg frcm tie tiles. This appears to be frequently

ci-ted when hritten records of price guotations, especially

from unsuccessful sources, aze not retained in the files.

(4) Documentaticn of attempts to determine the
fairness and reasonalleness of price is often missing from
the files. Interviews indicate that this most often results

from an actual failure to conduct an adequate investigation
cf price reasonableress. This performance failure, the

researchers believe, can be attributed primarily to an igno-
rance of the kind cf informaticn required and where it may

te fcund,

(5) Documentaticn of efforts to meet require-
ments through mardatcry sources of supply are missing frcm
the files. Often, research indicates, sm ll purchase buyers

rely cn originators t~o perform the screening furction
withcut. cbtaining documentation cf their efforts.

(6) 'Complete documentation of BPA calls suffi-
cient to ensure proper rotation among all eligible verdcrs
is nct. ccntained in tke files.

(7) Evidence to support sole source prccure-

cents is either inadequate or is missing from the files.

k. Causes and Contriku'ting Factors

The fundamental cause of incomplete, inadeguate,

cr missirg documentation is, according to 'observation and

interview, a failure to understand the 'vital purposes served
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ky tb~t dccumente~ticr. The ylaj-er work" is vieiied as an
unbearatle administrative burden rather than as a means to

achieve the goals earlier stated. Performance requircerets

and scunting backlcgs often cause buyers to opt fcr ex~e-

diency rather than tle 'uture protection that proper docu-

zentation may afford. Research also indicates that in a

limited numter of instances documentaticn protlems stem from

a lack of kzowledge cI existing documentation re.uirements.

Significant contributing factors, s.umervisc-s

and kcyers are free to admit, are to be found at levels

above that cf the individual buyer. Sapervisars, subject to

many cI thei same Fiessures felt by buyers, often dc not

jerfcza thorough and frequent reviews of buyer documenta-
tion. Finally, acccrding to the researchers' observations,

cnly a limited attesit is being made at most activities to

develcr and use local forms to assist in documentaticn.

c. Summary cf Solutions

An effective small purchase refresher ccurse,

the researchers .elieve, should hegin treatment oi dccumer-

tation with a review cf the specific small purchase ccncerns

that require documentation. Specifically, the documentation

requixements related to the following areas shculd be

clearly developed:

(2). Fair and reasonable pricizg.

(3) Mandatory sources of supply. "

(4) Stall business and other socic-eccnomic
concerns.

(5) BPL records and rotation.

(6) General bid solicitation (written and

cral).

(7) Sole source justification.
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In. additicr to enuferation of the specific docu-

mentaticn re-guirements, the researcher: believe it 1rudent
to faxiliarize buyers with the purposes served by documenta-

tion, and the protection that may potentially be afforded.

This zay be reinforced by Establishment at each activity of

a fortal' file mainterance program, to include a cciprehen-
sive checklist, corvenient iccal forms, and trainirg in

their utilization. Finally, as indicated in most areas,

tuyers desire a list of ciurrernt references for day-tc-day -'-

use.

E. reterminatiom of Fair aid Reasonable Price

a. Problems

Cne of tie key tenets of Government procurcment

is that the prices laid for supplies and services be fai.r

and reasonable. In general, this reluirement is satisfied by

obtairing adeguate ccupetiticn, which will in thecry result

in fair and reasonable lrices. In the absence of cozpetition

however, buyers are required to ensure that prices paid are

in fact fair and reascnabie. If thereis not adequate ccmpe-

tition, the buyer is required to document the purchase file

hith a determination that the price paid for the supplies or'

services was fair and reasonable. This can be accomplished

by ccalaring. prices to those previously paid for the same

material, citai'ning catalogue prices, conducting elementary

c.iot c. lrice analysis, obtaining price lists, or any ctter

logical jeans of determining price reasonableness. Euyers,
however, are often unclear regarding methods of ascertaining
and dccusenting fair, and reascnahle prices.

Peviews by CMR teams and other auditors
freyuently cite the following discrepancies regarding fair
and reascnalle prici,n-:
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(1) Buyers freiuently faii to document thEi r

deterzinatici that -rices paid wey.e faiz and reasonatle.

S(2) In many cases where a determination cf Frice

reasonableness was in the file, it was weak or inadeguate.

"for examle, detergirations ai>- made based upon a price list

cr catalcgue price, kut the -rice list or catalogue cut %as

not 'nit tie file cr otlerwise availabie.

(3) Deterzinaticns of price reasonableness cfter,

cite a previous iurchase, yet the irevious purchase did not

have any determiraticr of price reasonableness.

(4) Where only one source had teen solicited,

the zeguized determination cf price reasonableness was

frequently i~ssing cr inadequate.

As a result of the aforementioned discrepancies,

the pullic and the Congress are becoming increasingly

concerned with Gcverrzent purchasing, particularly in iigiit

cf the derogatory press of late concerning this issue.

k. Causes and Contributing Factors

The fundazental cause of discrepancies regarding

: the determination of price reaso~nableness is that altiough

small Furchase regulations require a determination of price

reasonarlenEss, they do not explain in any great detail how

to detetaine if a price is fair and reasonable. Buyers are

also cften' under severe stress to meet P?" limitations and

to increase their thrcughput, so they are reluctant to spend

"the time reguired to ascertain and document, that prices are

fair and reasonable.. 'These two factors,, coupled with the

uncertairty as to wien they are required to make a price

* 'reasonatleness deternination tend to exacerbate the problem

- Cf missing cr 'inadequate determinations.
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c. Summary cf Soluticzs

Methods ci determininj if prices are fair aLd

reascratle should be cne of the most salient aspects cf an•y

training fcr intermediate level small purchase Eerscnnel.
Unlike many other aspects of ssall purchase, this determina-

tion requires that small purchase personnel exercise a great

deal cf judgement. In order to expect that these perscnrel

Exercise gocd judgement, it is incumbent Lupon supervisors

and the small purchase hierarchy to provide the needed

educaticral and tectricaliskills upon which to base sound
judgement. Basic analytical tools such as cost and price

analysis and value analysis should be addressed so that

these personnel are adequately equipped to make these deci-
sions. Additionally, cther techniques and methods should be
addressed to ensure that perscnnel understand the ccncept of
fair and zeasonable pricing as well as the procedure to
assure it. The key to ensuring that price determinaticns

have keen made, is thccuah documentation of files, therefore

small ruichase personrei should le advised of the ixpcrtatce

of dccuienting their determinations. Proven methods of
satisf)ing documentation reguirements should also be illus-

trated ard explained. In summary, the key to i, prcving

determinaticn of price reasonableness is to educate

personnel az to the iiportance and techniques that comprise
an adeSuate deterlination of price reasonableness.

7. Ccmretition

a. Problems

Competition is one of the most visible and

sisunderstccd aspects of, small purchase. As of late, the

lack of competitior in small purchase has received an

increasirg amount ofý attenticn from the public and the
Congress, and as a result the Services have been compelled
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to fccus more attention on establishing and meeting ccaleti-

tive goals fcr ccmpetition in small purchase. Within small

purcbase there are several thresholds that govern the aacunt

of competition required.

If a procurement action is for less than $1,000,

competition is not zequired, although purchases should be

rotated through the business base. If a pzrcurement exceeds

$1,00C tut is less tian $5,000, buyers'are; encouraged to

post a nctice of the intended procurement in a public place.

They are further reguired toattempt to obtain competitive

tids'fcr thr procureuent in order to ensure that the price

is fair and :easonakle. If the procurement exceeds $5,000

but is less than $1G,000, buyers are reguired 'to pcst a

notice of intended piccurement, and are required tc ensure
that the ;rocurement is as. competitive as possible. All

Frocurements in the aforementioned range are unilaterally
.set-aside for small business [Ref. 57]. If the procurement

is in excess of $10,000, the reyuirements for ccmietition
are essentially the same as fcr contracting in excess of

$25,OCC. In an atterit to ensure that adequate competition

is sclicited, procurements i" this range are also required
to be syrolsized in the Commerce Business Daily. [Ref. 5E].
Essentially then, ccopetiticn is 'required for all procure-

ments in ex ess cf $1,000.

Inspecticns and audits of small purchase crga-
.nizaticns ccnsistentlj cite the following recurring discrep-.

ancies regaiding competition:

(1) Although competition is not explicitly

required fox purchases of less than $1,000, buyers are not
rotatin'g ptccureuents among the qualified business base.

(2) Mhere buy-rs are compelled to make non- r
competitive procureseni, they are not taking actic to
encourage ard promo'l. competition for future purchases of

the same material 4r iervices.
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(3) Purchases are cften split tc avoid exceeding

the $1,CCO threshold reguiring ccmpetition.

(4) DocuaentatioL relative to soliciting cczie-

titicr is often weak cr non-existent in purchase files.

(5) The percentage of competitive procurements

in saall purchase is consistently below goals that are

considered reasonably attainable.

I. Causes and Contributing Factors

The primary cause for discrepancies in the area

ci ccmpetitive procurements is that small purchase perscnnel

generally have a lack of understanding concerning the intent
and ialortance of cozietition. In many cases, small purchase

perscnnel are uncertain as regards their responsibility to

ensure that competition is evident in their purchases.

Specifically, buyers often do not utilize the general
concept cf competiticr within the purview of non-competitive

purchases of .'ess than $1,000. Small purchases are often
zade in a competitive environment, however competitive

efforts are not docusented. There are several other !actcrs
that, contrikute to a perceived lack oi competition in small

pqrcbase:
(1) Conflicting or confusing requirements or

directicn regarding tie need for competition.

(2) Increased emphasis on 'competition in small'
Eurcb~ase.

(3) A general emphasis on throughput and getting

zaterials and services ezpeditiously that hinders the

conflicting requirement for competition.

c. Reccmmended Soluticns

The focus of any solution to the problem of a

lack of ccmpetition in stall. purchase should be ujon

increasing the awareness of small purchase personnel cn the
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tackcrcurd and importance of comiletition. Buyers shculd be

well versed regardinG the intent of the public and the

Congress ccrcerning competition, and the degree tc which

competition statistics are scrutinized' by these bodies. In

crder to effect increased competition, succinct guidance

regarding how and %hen to pursue competition shculd be

irepazEd, as well as recommended methcds of imprcvin& the

level of competiticr for ccmmodities that traditicrally

display a lack cf coz~etiticn.

e. -iaall Business and Cther Social Pro.qams

a., Problems

Congressicnally mandated social programs are a

fact cf life that have. been emtraced with varyina degrees of

success by the Erocczement process. Interviews indicate

that small purchase kuyers are aware of these prograirs and

their islact upcn tie field of small purchase only in a
general sense. While involvement with small business
programs ccisti.tutes the major focus of buyers, we'aknesses

have appeared in other areas as well. The researchers'
review cf available CMR documentation indicates, the

follcwing chronic picblems associated with small tusiness '

and cther, sccial prcgzams:
(1) Purchase 'crders, BPAs, and imprest fund

furchases which' should be issued to small businesses are not

always sc directed. Potential vendors are not irfcrmed,

early in the process, of the set-aside status of gualifying

acticns. Euyers fail to keep abreast of the *small business

certificaticn status cf potential vendors. Awards are kncw-

ingly sade to large tusinesses.
(2) Buyers are unfamiliar wita the procedures to

foilcw wien there is no reascnatle expectation that two or

zore resr onsible small business concerns will f Ier r
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guotaticts cn an acticn reuiring competition, or that cn-

will rezicnd on an action belou the competitive threshold.

(3) Buyers fail to adequately document small

lUsiness transactions.

(4) Small purchases are accomplished withcut

regard tc these other potentially reievant socic-eccroxic

concerns:

(a) Utilization of labor.surplus areas.'

(k). Utilization, of firms that hire the

bandicapped.

1c) Utilization of firms that hire disa-

tled and Viet Nax era veterans.

jd) Buying American-made suppliez and

services.

fe) Utilization of firms and products

which ircacte polluticn control and energy conservation.

1. Causes and Contrihuting Factors

Intervieus with hbyers and supervisory perscanel

indicate a ceneral failure to understand the broad relaticn-
ship cf Goiernment piccurement to the achievement of sccial1
and econcmic goals. The lcng range benefits to he cttained

from enccuraging small,. minority, disadvantaged, and envi-

ronmental groups to Earticipate in Government are are not

immediatEly evident in the environment of *small. purchase.

Ihis ccnceptual failure is ccwpounded by a lack cf tuyez

familiarity,with the -pecific -regulations regarding the use

of thEse resources and the . limitations upcn their use.

Euyers relate that it -is simply easier and faster tc deal

with larce tusinesses. Also, there appears to be a ccmmon

lack cf kncvledge of the specific areas of socic-economic

emphasis otter than sifall business.

As in otter identified training areas, supervi-

sory heaknesses appear to contribute to shortccmings in

87.



A

small purchase promotion of the various social and Eccnozic

prograas. The researchers did not observe that buyers were
regularly reviewed specifically to evaluate perfcraaLce in.
this area. Existing training programs dc not appear to
devote sufficient ezihasis to topics in this area.

c. Summary cf Solutions

It is sucgested by the researchers that training

in this subject area include buyer exposure to tct- the
underlying policy gcals and objectives as well as the
specific enacting regulations. Both the general and func-

tional discussions shculd focus on the relationship tc the
field of suall purchase and the specific role played by the

small purchase buyer in acccmplishing the stated goals.
Next, buyers should, the researchers believe, be given a
mevieu cf tie the mcs t commonly encountered small business
provisicns in the FAB. This review should include an expla-
raticn cf the content of the various ciauses frequently

employed. Buyers have also indicated a need to receive
instructicn concerning other social and economic ircgrams
that 13y apply to snall purchase actions, and 'how test to
implezent those Erogiams. Finally, buyers desire access to
-a topical list of current regulations and other references.

S. Acccuntinq Data and _ i ns

a Problems

One of tie areas which presents the mcst d-iffi-

culty to small purchase persconel is that of appropriations
and accounting data. Purchasing personnel are genezally.
quite faziliar with purchasing rules and regulations, yet
are often lost in regards to the financial rules and recula-

tions governing iroccrement. Eurchasing personnel are also
often uncertain as to the meaning and limitations associated
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with different types of accountiLg citaticns. Buyers a; a

result, are freguently unfamiliar with the types ef supplies

and services that car be funded by different appropriations,

and w1hat, if any, justification is re~uired. This urcer-

tainty sometimes results in krocurement actions being

.delayed while the buyer obtains clarification regarding the

Fropriety cf using a Earticular accounting classificaticn.

in scze instances, tkis uncertainty may also result ir the

tuyer re'cting the Furchase request as unauthorized, when

in fact it is a legitimate procurement using the cited J
funds.

Another ccmmon proklem associated with financial

data is that buyers are often bewildered at the end of the
fiscal year concerning when' purchases must be made tc ensure
that they constitute a valid obligation' of funds. This

Froblem is exacerbated by the plethora of funding dccurerts

and ccrrespcnding fund cites that may in some circunstances

authcrize funds to ke carried over. from one year to the

next. Ike line between annual appropriations, multi-year

appropriations, and no-year appropriations is often hazy at

year end, resulting in personnel either rejecting last

minute requests, or ccmmitting violations of Revised Statute .
(R.S.) 3078. Scme cf the frequently cited discrepancies in

this area are as follcws:
(1) Buyeis' often do not understand the legal

restrictions placed cn different appropriations.

(2) Buyers sometimes make procurements that .- ,'

result it a violation of R.S. 3678.

(3) Purchase actions are of ten delayed while

tuyers attempt tc determine the ;ropriety of using 'thefunds

cited.

A final problem in the general area of
accounting data and appropriations is that 'pur-has•""

;erscniel frequently cite the incorrect paying office on '-
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purchasing actions that they execute. These errors result in

an additional effort ty buyers as well as'finance perscnrel

in order tc correct a .roblem that should not have cccurred
at t.e ct-tset. It may also result in late paysent of
invoices and the atterdant interest costs.

1. Causes and Contributing Factors ."

The crul of the uncertainty surrounding the

,proper rse of differing fund cites is that' regulaticns
governing the use of each type cf appropriation are citen
vague and difficult to understand. As such, there is a
general lack of understanding about of the major types of

funding that are utilized in the DON.- For example, Ship

Conveisicn, Navy funds are ostensibly for the conversicn of

ships and ship's equilment. In selected cases however,, these
funds say le utilized for travel, purchase of investment
type equijaent, or 'for the procurement of consumahles.
Cther aiprcjriations also have exceptions that allow them to
'le utilized for cther than their commonly stated uses.

Unfortunately, financial guidance in this area

is often ambiguous, and even financial personnel may have a

difficult 'time asceitaiming if particular appropriaticns can

be used for specific purposes. There is not any scurce of

succinct guidance regarding utilization of different aFpzo-

,iriaticns for different ,purpcses, hence unCertairty and

confusicn ate frequently the norm. Additionally, fiscal
year end buying pressures and uncertainty regarding the use

and •vailatility of annual , mulIti-year, and no-year funding

causes ccnfusion and inefficiency at year end.

c. 'Recommended -Sol uticns

The soluticn tc ;roblems regarding aj;rc~ria- 7

tions and accounting data is. to educate small purchase

Eerscnnel in the idicsy ncrasiEs of their intent and use. A
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conve•iert and definitive guide to the different apprcpria-

tions ard their authcrized uses should be compiled. ihis

reference slould include exceptions and specific authcriza-

tions fcr the use of each appropriation that may be.

required, in order ts ensure that a base line of technical
descriptions is availdhle tc personnel in the.field. Small

purchafie supervisors also need expertise in this area so

that when iroblems arise, that are not covered in the

comprebhersive reference they can be brought to superviscrs

for resclution. Liaison must also be made with financial

perscnnel within tle command to ensure that consistent
interpretations are teing made in bota the purchasing shop
and in tke financial.section regarding the propriety ci fund
utilization. Clarification should also be provided to small

purchase personnel regarding their legal responsibilities
relative to' vioiaticrs of R.S. 367C, and accountability
tetween the financial section and the purchasing secticn-

must te established and enfcrced. Additionally, clear
guidance stculd be pzovided at the end of each fiscal year
conce'rning the cut-off for obligations citing expiring funds

This guidance should also enumerate the conditions under.

which exiired funds may be utilized to fund contracts in the

succe-edirg year.

Small purchase personnel should also be given
training rfgarding their responsibilities in the area of

financial data that routes invoices to the proper paying

.office. They must also be advised ol the effects cf inccr-,

rectly citing a paying office and the resultant corrective
acticn required.
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1C. im.Erest fund i•[

a. Problems

The Eroblems associated with the implementation

cf ialrest fund purchase are primarily procedural in nature,

and are largely a result of inadeguate attention to

governing regulations. Unlike most of the other areas

covered in this section of the research paper, additional

training is not the cure, rather additional atterticn to

detail appears to te .the remedy. The primary area of

trainirz needs regarding the imprest fund is that cf-:

increased utilizaticr of imprest funds by small iurchase

Ferscnnel, and better docugentation of existirg use.

Imprest funds are the preferred method of small purchase for

items ccsting less than 150 ($300 in emergencies)

(Ref. 59", as they are administratively the least ccstly

methcd cf aaking a procurement. The fundamental ccrceFt

tehind tie use ci tie imprcst fund is that the customer is

authorized to ottain an advance of funds and purchase the

item independent of the purchasing agent. Since the material

is selected, received, and paid Lor in one transacticn,

significant savings accrue to the Goverament in terms of

effort and Zaperwork, that has been avoided. In many cases

however, snall purchase personnel are reluctant to utilize

the izirest fund and as a result they• increase their. crk-

load and the cost cf effecting the procurement. On the

ether hand, some small purchase personnel attempt to circum-

vent limitat-io.ns on the ase of imprest funds' by silitting

purchases in crder tc red uce them below tae imprest fund

dollar threshold. S.ince the imprest fund involves cash

transactions, there are a plethcra of rules governingtheir

use, and these fairly stringent rules e often vicla ted by

personnel involved in the transaction. Ccmmon crotlems

fregqu•ntly cited are as fol lowzr
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(1) Imprest Eunds are used to procure urauthcr-

ized sulilies and services..
(2) Imprest fund cashiers frequently have cazh

in excess of their arthorizaticn or needs.

(3) Purchasing personnel occasionally zplit

purchases in order to reduce them below the ttreshcld
authczizing use cf the imprest fund.

(4)• Some imprest fund cashiers do not have the

required authorizaticr to establish and maintain ar.imprest

fund.

(5) Documentation of imurest fund purchases is

generally iradequate.

1. Causes and Contributing Factors

The primary cause of deficiencies in iprest

fund management is that small purchase personnel frequently
fail tc utilize the imprest fund to the maximum possible
extent. Additionally, where small purchase personnel do

utilize the imprest fund, they fail to comply with fairly
detailed prccedures designed to provide accounta•bility of

funds.

c. Recommended Solutions

Small purchase personnel should be convinced of
the Fezscral advantages that can accrue to them it they

letter utilize the isirest lund. Particular stress should be

*laced cn the expected decrease in paperwork on their part,
and the decrease in -ime required on their part to effect a
small xurchase of this nature. They should also be advised

of the iffpcrtance of. maintaining adequate documentation of
imprezt fund purchases due to the intense scrutiny that
these Euichases receive from a fiduciary perspective.
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11. Autcmated Data Processingl A) Procurement

a. Problems

The expar•sion of the small purchase threshold :o

$25,CCC for the repartment cl refense has caused a nuDter of

new types cf material to fall within the jurisdicticn of

simplified -urchabiLc procedures. 'The research indicates

.that scm* cf these rew responsibilities have proved to be

anything but simple. ADP procurement is cited in interviews

as one of the most troublescme new areas of small purchase
involvement. In the activities that the researchers

cbserved, it was not cncommcn for one or two selected buyers

to handle all AEP actions. It 'appears that the average
small p4urchase buyer is not familiar with the equipment, the'

suppliers, the avail'alle Federal schedules, ard the specific

contractual reguirements for hardware and software
Eroccrement.

1. Causes and Contributing Factors

In addition to the basic buyer ignorance cited

above, the volatile environment of data processing contrib-
utes to the difficulties that small purchase buyers face.

7he Navy is experiencing a tremendously rapid increase in
the utilization of ALP eýuipment at all leve.is of customer
activity. Constant technological and application changes

virtually dEmand the' undivided attention of anyone involved-

in the field. Conctrrently, the Federal Government appears

to be e2hilit.ing similar dynamic behavior in-the areas of

reg-ulaticn and assigrment of administrative responsibility

for ALE equipment. Finally, managers and supervisors at

most activities haie no greater' expertise in the area than

the buyers, and so can, offer little yuidance and su pcrt.
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c. Summary cl Sol~uticns

The researchers sutmit that ai y training

zateri'ali developed tc assist hulers in hanidling ADE trars-

acticts shculd te -iciztly ccnstructed Ly AD? and small

purctase Fersonrel. Buyers have suggested a desire to
teccae fazijlar with the 'foilcwing subjects:

(1) The kasic cca~onents of ADP systems..

(2) The common functioiis served by ArEF eS'ip-

sent at customer activities.

(3) The unique legal and regulatory requize-

zents associated witb ADP.

(4) Umique documentation, and documentation

-content reguirements.

(5) Sources of AL~E equipment.

(6) ADP teraincicgy.

(7) The rature and components of ADP ;riciryg.

1;~. Fricritizatict of Require ments

a. Problems

A common problem-of small -purchase is that of

priorities; both witbin the purchasing section -itsalf, and

bitbir tie supply system as a- whole. As a result of a
general lack of understanding regarding tze use cf Frioli-

* ties witbir the sulp;Xy system, s szaALL pu~rchase Fe.:scnrel
* cften set iicrk priorities that are not congruent with' thcse

cf 'the crganization and o~f their purchasing wo~rkicad. Ihe
researcber~s 'observed tha t s mal1. purchase perscnnel

freguentll overlooked priorities assigned on purchase
requests, and instead concentrated on those purchase a~cticns

that bad teen in their backlog the longest. They- also

frequently devoted tkeir attention to walkthrough reguests,

even if they were of a lower priority than work in the gucue

at titir. wcxkstation.
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t. Causes and ccatrituting factoCs

There are sey'era} Iact ,)r that affEct the

perfcrmancs of small p.urchase perno;e1 ..La the area of
.Erioritization of their work. One ot th'e most si-ct nt

prollems is. that &u;ervisorr: and the organi xa t:.cn in

general, dc not perform a satisfactory job c-f screeri.ng

valktkrcugh reguests. In an apparent effort to Ecvide

respcnsive service tc their customers, small purcLase crca-

nizaticns generally act immediately on walkthrough rcquests

regardless of their priority. In theory, walkthrough

requests ere only made' for high priority items, hoUevE:: in

Practice they are frecientiy fcr items that de not justity a
walkthrough. When small purchase personnel are presented,

vith these requests, they generally respond Co them imsedi-

ately, cften at the expense of higher priority 1ufchase
acticns. Additionally, small purchase per.wonnel oftentimes
do jDct understand the intent of the priority system,

(U HiIrS) and as a result have a difficult time executing it
as it is designed. The ultimate result is that ';urchase
acticts are not made in their relative priority, and high

priority Eurchase actions of critical importance cften
languish while lesser priority purchase actions are being
completed.

c. Recommended soluticns

The key to the ,roper. utilization of the
priorit) system is to educate both customers an~d buyers

regarding the asSigraent and 'effect of priority ratings.
Small Fuzchase perscmnel must be made aware of the inpcr-

tance and ijpact of ;liority ratings, and must be mctivated
to adhere to those assignments. . Supervisors have a heavy

kurden in this regard, as they must assist buyers by
screening Furchase requests and they must ensure that
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custcaers do not place undue pressure on buyers to give

immediate attention tc their requests. It is also incurbent

upon supervisors to Educate their customers regarding the

seaning a-d intent of the priority system, and to attempt to

convince customers that it is in the customers best inter-

ests tc adhere to the priority system.
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.1I. R.COMMINDED TRAINING GUIDE FORMAT

A. IMECLtJCTION

lie' ctjec-tive cf this section of the researcL is to
discuss in a general sense, the key elements of a training

guide for small purchase Ferscanel. A study of existing
formal and inf6rmal training material in this area has
revealed a distinct lack of consistency, and in some cases a
somewhat haphazard approach to the presentaticn cf the
training materials. The researchers' aim is to prescribe a

recomaended standardapproach to preparation of a small
purchase training guide that will provide consistency in
apprcach and, most ixjortantly, cover those general areas of

a training Suide that are mcst essential. During the ccurse
cf this research, cne of the most consistent ccmments of

small Furchase persomzel and their supervisors was that the
limited amcunt cf training that was available treated the
subject zatter in a fairly cursory manner. They additionally
commented that these materials generally failed tc Ercvide
any tackgrcund into the "whys" and "wherefores" -of the
covered areas, resulting -in the training material heing
little mcre than a piccedural sanual, rather than a legiti-

gate trainirg manual. As a result of this research, the
resea chkers feel that the follcwing concepts must be-covered
in -scmi detail in each area of training that is teing

Fresented, in order to fully address the training needs of
smal) purchase personnel in the field.

1. Su•iject Area

2. refinitions
SGoverning Rules and Regulations

4. Rationale and Beasons for Policies and Procedures



5. Comaon Probles and Discrepancies
5. Suggested Scluticns

7. kraining Saterials and Recommended Guides

E. SUEJEC! AREA

It is recommended that this portion of the training

guide prcvide a trief introduction to the subject matter to

ensure that it is jroperly identified. The discussion

should fccus upcn what exact'.y is being discussed sc that

readers can expeditiously review' this section to determine

if tke training is aillicable to their particular needs. A
commcr shortcoming that must be avoided is assuming that the
perscrnel urderstand the conce t being discussed, an'd that
an ezilazatcry irtroduction is nct necessary. If the area
of discussicn is one that is subject to wide interpretaticn,
it shculd he developed in fairly precise detail. It is crit-

ical at this juncture to ensure that the focus and applica-
tion cf the subject matter is squarely upon small purchase.-
and that it is nct u1cn a ccncept that has different inter-
pretaticrs for other types of purchasing. , If the..subject is
ce that has application to contracting uver t'he $25,000
threshcld, it 'is incumbent uion the person develoling the
training tc ensure that the scope does not extend beyond the

bounds of szall purcbase.

71is portion of the training guide should define thcse
terms that will be utilized in the course of developing the

particular subject matter. Technical definitions should be
given, as well as interpretations in easy to understand
language. It is injortant to ensure that the terms are
understandable, fox if small purchase personncl are lost at
this icizt, it is fruitless to proceed.' Particular care
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zust Ie Siven to providing working definitions of any legal

terms that aze discussed and examined,

p
1C. C*CVUEZIG RULES III: REGULATIONS

The otjective of this section of the training guide

should te to list the primary sources or governing rules and
references, it order to. allow the reader to refer to them as
necessary. The prizary sources of guidance should first be

listed, fclloyed by a seccndary list of less cccaorly

referred tc directives. When listing the abc'Te references,

is is imicrtant to nct only list the reference, but tc also
list tke L•eciiic paragraph or section of the reference teat
is a ;licakle. It has been common practice in the past to
list a reference such as "the Federal Acguisition

Begulaticn," and alttcugh this is technically accurate, ttis
practice discourages personnel from actually referring to

the cited reference, as it often takes an inordinate asount
of tiue tC find the alplicable section within the directive.
Another im~crtant reason fcr citing specific references is
that zany reference sources cften have pertinent cr even

contradictcry material in different sections of the refer- "
ence. If a person has the time and the motivation to lock up
r*eferences, they may not be familiar enough with the refer-
ence to be aware that they zay need to look in several'
different places witbin the reference. If specific refer-'-
ences are listed, personnel will be better motivated to
refer to references and gain a better understanding cf the
subject satter. .

1. HATICHALE ANE REISO S FCR POIICIES AND PROCEDURES

This section is one of the most important in any

training guide of this sort. Cftentiges, training guides are
prepared with little, cr no background material to allcw the
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reader tc uzderstand %hy thel- are doing what they are teing

directed tc do. Throughout the course of this research, tkis

concern was frequently expressed, as zmall purchase.

perscnnel and their superviscrs felt that they were tein•l
told hcw tc perform tasks, but were not being educated
regarding why the Irocedures or policies were impcrtart.

rost c! these personrel felt that they would better te at1e

to support and execcte the myriad of procedural steps that

they are reguired to le familiar with U: they knew whty these

policies ard procedures were important. During the course of

this researcb, the researchers frequently pointed cut the

importance cf many cf these seemingly pointless Pclicies,

and small purchase personnel generally responded in. a Fosi-

tive fashion when they understood the impcrtancr of
Ferfcrnirg those procedural asiects of small purchase in the

prescrited manLer. It is also important at this juncture to

point cut to small purchase personnel the effects cf not
perfcrzing their duties in the prescrited manner, sc that

they are aware of the potential impacts.

F. CCB'•IC PROBLEMS INE DISCHErANCIES

In cider to place the emphasis of the training in its

proper ierspective, -it is importaIt to identify ccmaon

problerms and discrepancies sc that trainees can ascertain

the a.pElicalility of the sclutions and guidance withir the -'

frameuczk cl their. cwn personal experieDce. This section

should 'include as a minimum, recurring CN.R (Contract -

lainterarce Review) discienancies so that there is no
mystery ccncerning what is expected of thea from an insEec-

tor's cr audicor's viewpoint. A fairly detailed discussion
cf the discrepancies should fcflow so that the' traicees are
aware, of precisely what the discrepancies and recurring

errors are. Vaguely worded statements, as are common in CR-
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reports, are not useful in that they do not, in general,

specify exactly what the discrepancy was that has been

cited. Additionally, zommcn pitfalls gleaned from iersonal
experience in the area should le identified and discussed.

G. SUGGISMD SOLUTICIS

This particular section of the training guide should

address solutions frcs both a macro and a micro viewpcint.

Soluticns to underlying problems should be addressed sc that

superviscrs and small purchase personnel can. approach

correcticn of deficiencies in an organized .and effective

manner. Specific guidance to a fairly detailed level should
also te provided so that these personnel can be made aware
cf the precise steps and 'acticns necessary to correct prcb-

lems and to prevent their reoccurrence. This is cne of the

areas where central coordination and sharing of timesaving

ideas c'an he utilized to advise personnel of better and

easier zethcdS of corducting business so that each buyer or __.

each cczaand does not have to "reinvent the wheel" each time
a new ;zcklem arises.

B. 7SAIUIBG HATEERII AND RICCOIENDED GUIDES.

This section of thi training guide should support the

soluticns given above by presenting any additional training
guides, cr references that Iay be oz utility tc small
purchase personnel. the person charged with preparaticn cA"f
the study guide should also conduct an in-depth examination,
cf current procedures to determine if forms and cthbr work
aids can be developed to simplify the routine tasks cf small
purchase kersonnel.. Small purchase- personnel in.the' field -

should also be gueried to ascertain if there are time and
energy saving devices presently in existence that shculd be'
sade available to others in the profession. In the course of
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this research, the researchers noted many nstances vhere

cre'ative small purchase .personnel or their superviscrs had
designed zechanical devices of one sort or another to

increase their productivity and effectiveness.

I•. SUfSlNIE -!?

In summary, it is important to tailor this training

guide tc zeet the perceived, needs of small purchase

perscnnel at all levels. 7he common thread throughcut this

research was that these personnel desired additional
training and educaticn, and were aager to become invclved in

advanced training were it available. They also stressed
that they felt it imicrtant to understand why it was impcr-

tant that they perfcrm tasks in a particular fashicn, and
what. impact their nc-compliance would have on the small
purchasixg system as a whole. The next section. of this

chapter will present an example of a specific area of
training that is addresse4 within the aforementioned
structure. -

J. AN 1JASELE: EPA USE AND ADMINIZSTRATION

1. €u]hiect Area

The matieial in this module will address practices

associated with b'hlirket purchase agreements, regulaticns
associated with these agreements, reasons for existing
Folic., ard Erocedures concerning BPAs, and common jraolems -

ass-ociated uith their implementation and use. The primary'
purp•se to be achieved is a better understanding of the
nature of the BPA and the potential pitfalls faced. ty all

small. purctase . professionals. This is not an attempt to
teach tte experienced buyer the nuts and boLts of BPA docu-
mentaticn cx procedure. The traininý, material will assume a
basic level of training and prcfessional experience..

.103



As an experienced small purchase professional, the
usef ulnEss cf the BPA has cndo-ttedly keen seen first hard.

If handled correctIl form birth to death, the EPA cau

consideraly similify the puzchasina process under a wide
variety cf circumstarces. lack of attenticn, however, can

rob a buler of such cf the utility or service that can be
received. For this reason, material in this model will

concentrate on pcssille areas for imprcvement in Lhe admin-
istraticn cf BPAs. It is hoped that by stimulptirg a

constructive self-evaluation, and by offering some simple
recozzendations, the zaterial will:

a. Reduce tie number of BPA-related discrepancies
reported ir Contract Management Review (CMR) and ctier

audits ard evaluaticrs;

k. Improve the level of service that the small
purchase prcfessional can provide;

c. Reduce the inccnvenience and ineificiency asso-

ciated with error detection and correction;
d. Enhance the self-confidence and evaluated

Frofessicnal performance of the buyer in the area df EPAs;

and

e. Allow buyers tc c'tain maximum benefit froz the

savings in time and effort afforded by .EPAs, thereby
allowing corcentraticr on other essential tasks.

2. refiniticns

The definiticrs and interpretations ot the fcllcwing,
terms, which will te used throughout the material, are

provided tc ensure a coxucn frame of refererce when
discussing EPAs:

a. jr.eemnt: A written document which expresses
an understanding reached Letween the Government and a
contractcr regarding jossible future contracts. The agree-
sent is Lot a contract itself and does not promise that any
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contracts will actually materialize. Its prizary purFcse is

to identify the teris and clauses to be part of any future

contract.

t. Blanket Eurchase A reement: An agreeeret %hich

Fro ,es a simple metkod of filling future repetitive reeds

for suFplies and services. EPAs are often referred to as

"charge, accounts" establishej with jualified sources of -

supply. Orders are 1laced against the BPA as needs arise,

and payzent is made on a periodic basis for all crders

placed during, the pexiod.
c. Call: An order placed under the terms end

conditicns cf an existing BPA. Such an order is realty an

offer by the Governmert to purchase, and becomes a hirding

contract %ben accepted by the contractor or vendor.

d. Rotation: The practice of regularly and system-
atically ckanging tie contractors or vendors who receive
calls cr are asked tc submit quotations or bids. Proir

rotaticn implies that all qualified sources have an cppcrtu-
nity to do business. -

E. Review: 1he process of examining, on a regular

tasis, tie UA itself, the calls placed, and tha prccedures

empicyed on a day-to-day basis. Su';h an examination must be

cbjective and designed to ixprcve the buying process.

I. Documentatio.: All written records, asscciated
with ar individua.1 11A throughout its life. This .wculd

include copies of the BPA twith all - included clauses,'
Furchase reguests that have been satisfied, through the BEA,

records cf all written or oral quotations and bids, scle

source jcstifications, copies of the 'actual orders, reccirds
of any ccntacts witt the vendcr, copies of invoices where

applicable, and records o any other buyer action related to

the EPA. If anY matter relates to, a BPA, it should he

written dcwr and includ d as part. of the documentation

Fackace.

105

" " .. . . .. . ' " . .... . *. .."""'" " "i'" " *..'* """ ""' . "'- "; ".. ".* * . :'- '. . -":"-... "-.-',"."- -"



g. eeuired Clauses: Those clauses required by

xegulaticn to be included in a particular EPA. It is impcr-

tant tc note that scie clauses must be in all BPAs, while

cthers aust be Used only Lnder certain circumstanc'es.

Furtherr clauses reyuired by the FAR may be supplemented,

tut nct rellaced, 1ý other clauses sýecilied t7 varicus

echelcns ir' the etain, of ccmmand. These clauses are

addressed in Sections 3 and 7 which follow'.

h. Adequaqg cf ýarms: Whether or not the terms and

conditicns specified in a EPA are in the best interests of

the Gcvernment and the contractor or vendor. Corditicns

change, cver time, sc the buyer must regularly evaluate

adeqiuacy of terms to jrotect the Govear-rment.

a. Eqlual VerdorO~or t unitx: A condition zesultin.

from each vendor or cctractor, in the long run, havirg the

same rumier of chaaces to receive orders as any other vendor

cr ccrt_-actcr. -Equal oppcrtanity does not mean that each

vendor will experience the same success rate.

j. Administrative Costs: All costs associated vith

translating a purchase request into goods or services to

sat'isfi the need. Essentially, this consists of all the

time and materials ezElnded by the small purchase buyer over

the life -f the acticz.
k. Administration of BPAs: All actions taken by,

small Furchase persontel to maintain, review, and use active

EPAs. Establishment and disestablishment of EPAs will cften

ie .Included under the beading cf administration also.

1. Mandator. Sources of Sup.E1: Those sources fcrm

which a buyer must, by regulation, obtain goods and services

if they 'ars available .'e. the supply system and rederal

Supply Schedules). Both Government and non-Gcvernment

sources a-y be classified as mandatory, 'such as Federal

Supply Schedules, and there is a specified -order in which

they lust be approached.
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A. Competitionz The irocess of allowing jrc-;ec-

tive vendczs or contractors to contend against one anctter

to detErline which car most satisfactorily meet some ckjec-

tire reuirement. Government jolicy establishes this as the

Ereferzed &Ethcd to icet Government and social interests.

3. Governinq Rules and Rezulations

1he follJwin9 regulaticns relate to BPAs:

_.ference Subject

a. FAB 13.201 BPAs, General

t. EAR 13.203 Establishment of BPAs.

c. FAR 13.204 Purchases Under EPAs

rOD FAR SUPP 13.204

d. ZAR 13.205 Review Procedures .

e. FAR 13.206 Completion of BPAs
f. FAR 52 Clauses

rOD FAR SUPP 12.203-2
1C " FAR SUPP !2

9- fAR !4. 8 Documentation
iOD FAR SUPP 4.8

li. LOD FA R SUPP 4.7004-4 Numbering

i. FAR 13.106 Competition and Price'
Reasonableness

Fj. AR 13.107. Solicitation and Evaluation
of Quotations

k. FAR 13.105 Small Business-Small

Purchase Set Asides

1. EAR 5.1 Dissemination of

Information
F. FAR 5.2 Synopses of Proposed Ccn-

tracts -

D. FAB 8 Required Sources of SuE .iy

c. FAR 22 Applicability of Lator Laws
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Ihe fcllowing list contains instructious and local

Sguidance related to EEls:

-- List Provided by. the Local Activity --

* . 4. Fationaie and Seasons for Policies and Procedures

Thc small purchase shcj is a hectic arena, charac-

terized by a seemingly endless stream of -purchase requests

and required actions. The buyer.'s time and effort arE the

"price tlat 'the Gcverzsent pays to accomplish this essential
i task; a price that can be measured in dollars a.-. well as

anxiety. for a larGe percentage of these' requirements, the

p price is larger thar the worth, of the items invclved.
-educticm of these administrative costs is th'e puzpcse of
the EPA. The preparation cf individual purchase orders is

replaced by simple call procedures., Invoices may be

processed in a batch rather than one at a time. The ven'dor
reali2es similar savings in administrative costs through
simplificatinn of his/her paper work procedures. The EPA,
then,, serves to rulduce the time and effort, and hence the

cost, c. rcutine an~d repetitive orders to a single vendcr.
Cnce a BPA is estaklished with a qualified vendor,

the Government has cpened the door for possible future
contractual relationstips with that vendor.. How does the
the Ercfessicnal small purchase b'1yXer, as. a representative

-. cf the Gcvernment, ensure that prices will be reasonable and

Tuality acceptable? Cqmmon sense, and Government ýclicy
indicate that ccmre'tition will accomplish both goals.. In

*- crder to cczpete for individual orders, multiple EBPs mcst
- be in. effect for the same types of items. This is the

reason that buyers ar'e required to seek out and estatlish
EPAs aith several qualified vendors in each commodity group.

"!mall businesses, even those- with established EPAs,
cannot maintain contact with Government custcmers and their
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needs as well as larcer businesses can. Becoming aware of

potential business tcc late, cr not becoming aware at all,

couldput many eligible vendors in a disadvantageous Fosi-
tion and defeat the goal of meaningful coipetiticn. The

practice of synopsizing anticipated requirements in the

Ccmmeice Business Daily (CBD) helis small firms stay abreast

and' stay competitive. for this reason, the syncpsis

.eguizlemet may apply to BPAs and even calls.

:Ancther purpcse served by Government .procuremert in

"general, and small purchase in particular, is the mainte-

Snance of a strong business tase in America. This means tiat

a sufficient number cf firms in all . industry groups remain

"healthy enough to zcvide cur country's needs under all
conditicrs. The Government must protect itself against

becoming too reliant cr any one source. Commercial busi-

nesses, at the same time, can only be vital and interested

"in doing Government wcrK if they benefit from awards and the
"resultant funds. Ectation of calls 'and bid solicitaticns

amons gualified vendcrs on a regular basis will accomplish

these vital purposes.
Many things cther than the provision of a gccd or

ser1vice can and do result from a small purchase acticn. A
deterainaticn of the fairness and reasonableness of a price
may tEccme the basis of price analysis in some future

•I acticn. Actions taken . in a farticular buy may be usEd-to --

evaluate the small purchase professional. Practices at a
particular activity will almo:'t certainly be the sukject of

"pericdic reviews, ins-ections, and audits by various criani-

2ations. Internally, reviews are made to ensu.- at the
best pcssille buying decisions are being routir jade.

Finally, it things do not go smoothly, a small purchase

- action may result in unpleasant litigation. The orly

certain way to protect the interests of both the buyer and'

the Gcveznment in all these situations is to keeF complete
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and detailed records of everything related to an acticn.
This is the basis far the ccncern with documentation.

A BEA is an expression of a relationship between
crganizaticns over time. As the Government's needs and

vendor-' situaticns change over time, so must 'the terms and
conditicns cf a EPA. Clauses may change. The scc;e cf an
activity's requiremerts may change. The capabilities or a

vendcr zay change. -In c-der to ensure that current needs

ore served, and the Government's interests are irctected,
the Federal Acguisition Regulation reguires that EPAs be
Kevieved regularly. Specific review requirements may be
found in the FAR references cited in Section 3.

lEvery year the Government expends enormous nuabers

cf dcllars and hourisattempting to provide a resporsive
" system cl izternal sul;ly. Additionally, Congress has iden-

tified s-eciiic grouls of people as deserving of special
help in the form cf reserved Government business cppcrtu-

nity. Along with Federal Supply Schedules (FSS) , these
sources ccnstitute mandatory sources of supply. By

utili2inS these sources whenever possible, the buyer assists
in achieving several important goals. Fewer scarce prccure-
rent dcllazs are tied up' at any one time in duplicated
items. Regular utilization of supply channels provides
accurate usage data-, and enables more effective prediction
ci future demand. finally, important social kolicy is

translacEd into, reality.

S5. Common Problems and' Discrepancies

At this point, it should be noted that the sajcrity

of BEA-related actions are handled correctly and efficiently
'y small purchase prclessionals. On the whole, the purposes
expressed in the precEding secticn are being served. There
are, however, 'a limited number of ueaknesses that appear on
"a regular basis at a large number of activities. .hi need
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to deal with these discrepancies adds an unneeded burden to

the lacks ct buyers. It is believed that if small purchase

Eerscfnel address these prollem areas as a corps of prcies-

sionals, discreEancies will he eliminated and energies may

he focused cn the prIfary task, which is service.

i review of CfR repcrts reveals the following recur-

ring lrcklerD areas:
a. Establislient of BiAs. Purchase orders are rct

scrut'irLzed to determine if reFetitive buys from a' single

vendcr sight not more economically be made under a BPA.

t. Review of Active BEAs. Regulations require that

EPA ccntent le reviewed at least annually, and procedures at

least semi-annually. An evaluation must be made of
adeguacy, currency, and coijleteness of all terms and

Clauses.

c. Disestatlishment cf BPAs. BPAs are not always
being jzcmEtly disestablished when time or dollar litrita-
tions have been reacted, or when the demonstrated need for

the EIA ro longer exists,

d. Docuaertation of Calls and Solicitations.
Zurchase re~uests, written recocds of solicitations, bids,
and guotes are nct being maintained in the BPA files. This

is particularly true with regard to oral transactions, and
reccrds asscciated with unsuccessful vendors.

e. Insufficient Numbers of BPAs. The number Of

BPAs estatlished fcz qualified vendors in a particular

commodity group does not permit meaningful competiticm over
tite. Too few vendors are involved, thus denying.Erice

protecticn to the Gcvernment and growth to the business

base.
f. Call Ectation. Rotation practices dc not

promcte equal vendor cpportunity. A small group cf vemdcrs

often get an inordinate number of solicitations and/or,

awards. An unsuccessful vendor does not always receive
another cp~crtunity uithir. a reasonable period of time.
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g. ScreeninS of Mandatoty Sources. Attempts to
acquire requested materials from iandatory sources are not
always aade and/or documented. This is a. particularly
sensitive area in light cf the negative putlicity
surrcunding the spare Farts iscue. Individual reguirefents
must ke screened through mandatcry sources of supply before

being crdered frcm verdors.

h. Required Clauses. Original BPAs ofter dc not
contain all clauses reguired by regulation, or the clauses
are incilplete. This problem is expected to beccme even
sore acute with the transition to the FAR. Numbering and
-content are changing.

i. Synopsi2ing. Eotential tPAs and, where
required, individual cails are not synopsized, or are
imprcrerly synopsized., This requirement is relatively mew

to buyers, and mot much specific guidacce has been given or
generatid ir the field.

6. _uSes~te__d Sciutions

It il expected that small purchase professicnals
will ke able to generate a number o± effective and creative

toluticns tc the prc-lems discussed on their own. Buyers

are enccuraged to develop and share, these techniques to
imprcE the overall ;erformance -at the activity. hA rief
aiScussicn of some ,ossible solutions follows, not as
guidance, but - me rely to stimulate directed thought.
Individual activities will determine the degree cf alproach

standardization.,*

a. Establishment of' PAs'

Be aware cf'the signals which commonly indicate

the desireahility of EPA use. A wide variety of items in a
troad class are comzcnly crdered, but specifics are not,
immediately known. Cffices or projects in a giver area do
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not have purchase aI'tiority, but do have, routine needs. 2he

writing cf routine purchase crders, often to the same

sources, becomes troublesome. A vendor or group cf verdcrs

consistently charges less or offers better performance. All

cl these circumstances may hint at the possibility cf time

and effcrt savings tbtough ase of a BPA.

Consider the practice of conducting a mcnthly

commcdity review. Feview purchase orders in each Kajor

conmcdity group to determine if vendor patters are evident.

This 1rocedure may be accom.lished using.a separate EPA log

for eac1 ccamodity gicup.

It may also be useful to, analyze the freguency

with uhich purchase crders gc to individual vendors.. A

simple card or listirg for each vendor could be kept indi-

cating the date and general items on each purchase order.
These listings cculd le reviewed on a quarterly basis. If

-4. purchase orders in a single guarter go to a particular
vendor, it may be wise to consider a BPA.

k. Review of Active EPAs

The first step in any review should be tc deter-

mine what items tc Icck for in a review. When reviewing

EPAs, scme suggested items include continued need, currercy

cf clauses, adequacy of terms, discount provisions, etc.

Cnce this decision is made, it is suggested that all
existing EPAs be divided up "into 12 equal groups acccrding

to any ccnvenient criteria; icr example, alphabetically or
by majcr ccmmodity grcups. Each group, and every EPA' ile

in that grcup, would then receive a number from I tc 12.
Each ucnth, one grouF, would -te pulled for review acccrding
to the established items. A simple record of the number of

EPAs assigned to each numbered group should be maintaired so

that new establishmerts can be assigned to groups in such.a

way that grcup sizes remain relatively. equal. It is also

9.

1 1,•



advisale tc note tke date of each review directlY cr the

individual files.

A number cf similar methods follow this crgani-

zaticnal pattern. Feviews may. be conducted by ccmmcdit

groups. If there are a manageable number of active EPAs, it

say le Ecssible to schedule one block of time to conduct the

revi e•.

c. Disestablishment of E.PAs

The usefulness of individual BPAs may te exam-

ined usirg an anaiysis of crder frequency, tonducted. much

the same ab the frequency analysis described for estab-

lishirg EPAs. A card or similar record is kept for each

vendor, and calls are simply noted. These cards may be

reviebed guarterly tc determine if the EPA is still vital as

indicated ky the number of calls during the guarter.

Alternatively, individual call dates may be noted on a zheet

attacked to the EPA fclder, and the vitality of the EPA may

le addressed during the regular annual review 'previcusly

descrited.

d., Documentation' of Calls and Solicitations

The test advice concerning docimentation may be

to dccument whenever there is a question )r doubt. This

equates to the establishment'and meticulous maintenance of a

complete EPA file. Such a file may be arraiged in chrcnolo-

9g.cal' crder of individual calls. At a minimum, it is

sugqesttEd tiat tte file contain:

(1), The latest cc¢y of the BPA.

S'(2) Arny records concerning negotiaticn cf EPA

terms ard ccntent.

- (3) Cclies of all puzchase requests filled

using the E. A.
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(4) Reccrds of all written or oral ccmmunica-

tions &ith the vendor, whether resulting in a call cz nct.
(5) Copies of all vendor invoices or statexents

if Ficcessed through the buyer.
(6) Any paying office reports indicating

;aymemts.
"The fcrm enti'tled "Siall Purchase Documentation-SuEjly" say

easily be mcdified tc record much of this data. A cc[y of

this, fors is included, together with cther suggestccl docu-

ments, witt this module.

The best buyer and Government protecticn is

afforded by thorcugh' failiarity with the general clocumenta-

tion requirements cited in the references section.. It is

also essential, however, to be aware of local requirements
for dccuzentatior.

e. Insufficient Numbers of BPAs

The determination cf an adequate number for ErAs

is a judgement call, and will be different for every buyer
in the aksence of activity guidance. Remember that at least
two EAs in a, given commcdity group are needed to -have
competition. Two, however, is seldom an adequate number.

At the cther extreme, , the buyer must strike a, balance

tetweez manageability and ccm;etiticn. The existence ct too

many E.EAs may lead tc shortcuts in rotation that also deny

meamirqful competitict.

In general, it is recommended that, one EA be

estatlisted for each 100 anticipated calls against- A
commcdity group at laiger activities. For smaller activi-

ties, -the ratio may le reduced to about one BPA for each 30
anticipated calls. 6hile performing review procedures, the
list mcst be groomed and unneeded BPAs disestablished. New
EPAs may be establisked to maintain the ratio, or the' uyer

may find that the list will tend towa'rd some "natural level"
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ct vclume. This equilibrium iosition is suitable, however,

only if przcper rotation and review procedures are tein g

follcwed.

I. Call Rotation

When the value of an individual call is telow

the tbreshcld rekuiring competition, proper rotaticr is

really 4ust a satter of a conscientious attempt to run

t.arrough the available BPAs in order. A list, indicating the

maze cf tte last vemndor to receive a noncompetitive call

should e. kept. Wken the call requires competiticn, the

situaticz kecomes orly a little more complicated. The

cbject becomes -to rctate opportunities rather than actual

calls. It is suggested that after the first selecticn cf

one vendcr from, among three bidders, the following system be

used wbeze jractical:
C al'l V end or s-

1 A,B,C*

2 CD*,E
3 D*,FG

etc. * successful bidder

additicnally, tayers are encouraged to utilize, vendor

frejuencv cards, as d&scribed, and review them on a regular.

tasis.

9. Screening cf mandatory Sources

In crder to utilize the zandatory sources of

supply, t1be buyer mcst know what they are. A basic famil-

iarity with the references cited under this topic will

Establist tkat knowledge. It -is also helpful to keej a

listimg, ccnstructed ty the buyer or the activity, with the

EPA files. These sou'r2s do change. Each purchase request

should ke screened against this list before the call is

Flaced tc a vendor under a EPA. It is useiul to ncte that
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EPAs may ke establiched with vendar, listed cn Federal

Supply Schedules.

As the buyer beccmes acluainted with the kirds

of items available trom each mandatory source, this

screening process bEcomes less cumbersome. Recuesting

activities should le encouraged to do as much cf this

screening as possible. At a minimum, the small purchase

Frofessicnal shculd insist that the requestor search the

supEI. s~stem.

h. Required Clauses

Here, again, there is zo real substitute fcr a

knowledge of the apilicable' regulations. This knowledge

s.hould ercozpass both the standard clauses required in all

EPAs, and those clauses that apply under limited circum-
stances. A useful aid in this eifort is a current' EPA

format guide. This guide includes an ex.traction cf those
clauses relevant to EPAs, and describes or refererces the

xeguiremgnts associated with each. An example of such a

format guide is included with this module. Finally, utilize

local bulletins and directives to update the guide cn a

regulax kasis.

i. Synopsis

Become familiar with the requirements for slncp-

sizinc as they pertain to BPAS. The module on syncpsis

included in this training guide discusses the subject in

some detail. Once tke principles are understood, the kuyer

should-generate examples of EPA and call synopses t.o te kept

with the EPA files fcz reference.
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VII. COST/_BEN!PIF SUfMARIY

1. IIIECDOCTION

lie Frircipal intent of this effort is nct to quantita-

tively define the ccsts and benefits oi implementing the

;ropoted training prcgram. Rather, its intent is to iden-

tify costs and benefits, so that decision makers can attexpt

to raticralize training using their own judgements reg.-ding

costs and benefits. Implementing costs will be categcrized

as direct and irdirect, and in some cases, they will be

guantilied. In large measure, the benefits that will accrue

as a result of trainirg have teen discussed throughcut this

thesis, however, this section will attempt to bring tcyetter

those terefits which lave a significant financial impact. An

examiration of the benefits will also be made with regard to

tangi•le versus intargible impacts. Lastly, this section

will attemlt to assicn an estimate of total quantifidtle

iaplenentation costs, and then utilize sensitivity analysis

in order tc determine an a.prcximate break-even point with

regard tc expected ccsts and projected benefits.

1. SUBJECI PERSCNNEI CCSTS

7be mcst obvious and most easily measured ccsts of

implementing this prcgram are those associated with the

costs of the personnel undergcing the training. In ccnso-

nance with 7ask Force 6, [Ref. 60], the researchers te4ieve-

that intermediate level small purchase* personnel should

receive at least 120 hours of formal - and' informal tra'ining

durinS their careez progression within the GS-1105 and

GS-11C6 series. Once a satisfactory level of traininS has
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teen achieved, it is further believed that these erscnnLel

should receive at least 50 hours per year of cortinuirg
training and-educaticn to ensure that new subjects and areas
cf recurring difficulty are adequately covered. This
training plan would as a result entail an average cL aprcx-

imately -0 hours of training jer year. If one assumes a

standard , orkyear o1 2,080 prcductive hours of effort per
emplcyee, this recoaxended training would result in rcughly

3.51 cf the productive workyear being spent in training.
ihile. this may seem tc be an excessively high percentage of

time devcted. to training, the researchers intend tc show
that the benefits that will result will make this level of
effort mcre than worthwhile.

Tkis effort is directed at intermediate level small

;urctase .personnel within the' Navy. As of the begirninrg of -

fiscal year 1983, there were 2,883 GS-1105 personnel of all
grades within the DOr, and of these, 1,280 were in the Navy.
The average grade level for GS-1105 personnel in the Navy is
5.8. GS-1106 personnel nuiater 1,307 within the DON and have
an average grade level of 4.8. [Ref. 61]. It is reccgnized
that mot all GS-1106 personnel are directly associated with
small purchase, however it is felt that they shculd be
included in any examination of small purchase perscnnel, as
their primary duties are that of small purchase. Since this
studl is directed tcward intermediate level small Furchase
perscrnel, an averace paygrade of GS-6 will be utilized as
an estimate of the average paygrade for "intermediate level
GS-11C5 personnel. This average will offiet the irclusion
of entry-level personnel in the aggregate average grade
level of 5.E. This average paygrade represents an average
cf the numter of GS-4 through. GS-7 level personnel in the
Navy, in the GS-11C5 series. The corresponding annual
salary. fcr a GS-6 step 5 is $17,479. The average grade
level cf ixtermediate level GS--1106 personnel in paygrades
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GS-4 tbxcugL GS-7 is at the GS-5 level, and has a ccrie-

skonding-annual salary of $15,681.

In order to simplify future calculations, a %eighted

'average salary wage for the 1,280 GS-1105-6 and 1,207

GS-1lCt-5 personnel will be calculated. This will allcw for*

a relatiiely accurate determination of aggregate Eerscnnel

costs as Icrg as the ratio of GS-1105s and GS-1106s remains

fairly ccnstant. 71e weighted averaje salary for these

perscnnel is $16,570.03 per year, calculated as follcws; The

ratio of GS-1105 perscnnel to total small iurchase pers.cnrel

(1,28C/2,587) times tie average GS-1105.wage ($17,17S) plus

the ratio cf GS-11CE• perscnnel to total small Furchase

perscrnel (1,307/2,5E7) times the average GS-1106 wage
1S15,•811).-.

11,28C/2,5E1) X $17,479 + (1,307/2,587) 1 $15,681 = $16,571.

Using a 2,080 prcductive hcur per year base, this would

eguate tc a weigrted average hcurly wage.of $7.97 per hour.

The direct cost that would be associated with effectively*-

removing 3.E% of the bcrkfoxce from'productive efforts %ould
le tte weighted average hourly salary for an intermediate

level saall purchase, emplcyee, times the recommended 70

hours c training, times the number of personnel affected.
These calculat.-ons are shown telcw:

2,BE7 iersonnel X 7C hrs/;erson 1 £7.97/hr= $1,44-,287

7b'Q abcve figure represents the cost assc•ciated bitt the

"permanent" loss of 7C hours jer eaplojee, per year, due to

this training. It must be noted, however, that tbes E costs

are sunk ccsts in that these personnel are already on the

payrcll. Iheir salaries would he paid regardless of whetter

they weZe in training, or were otherwise productively

employed. The cnly incremental, personnel costs that would

res~ult would be thcse associated with hiring additional-

perscnnel cn a permarent or temporary basis to replace the

130
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incumtents that are in training. Aiternatively, if addi-

tional jersonnel were not hized, and the worklcad was

absorbed by the remaining wcrkforce without authoz:izing

overtime, the effective direct personnel cost, wculd be
effectively zero. if, however, one assumed that the level of

productivity of the remaining workforce did not allcw the
tasks cf the personnel in training to be completed by cthers

in the organization, and one assumed that. the lerel cf the

uorklCad did not charge, overtime could alsc be authcrized
as a lears to ensure that neces'sary work was completed•. It
should be. ncted, hotever, that one of the explicit: objec-

tives c¢ increased training is to improve the efficiency and

Frodi~ctivity of small Furchase personnel. Hence, kerscnnel"

resource requirements should be less than the number of
perscnnel in training to offset the loss of those personnel
absent due to training. Each of these options will be exam-

ined in creater detail below:

1. Additional Permanent Personnel Hired

4A) Direct Ccsts: If additional perlanent staffing'

were c¢tained tc mitigate the effect of 3.51 of the work-
force being unavailatle due to training repuiremerts, the
workfcrce wculd have tc increase by slightly more tha'n 2.6,
cr 93 people, in crder to retain 'the same base level cf
Feruarent empl yees working, in productive* endeavcrs as

before tie time that 'the trairing cowmenced. Again, assuming

averace grade levels of GS-1105-6 and GS-1106-5, and

utili2ing the weigkted average salary described above,
financial reso rces cn the Order of $1,541,103 iculd be
required t-c employ these personnel. These figures are
sligbtly higher than those representing the loss. of 3.-E of
the wcrkfcrce as 10% ocf these newly hired personnel wculd be
in training as ell. Calculaticns are as. follows:

93 perscrs X $16,571 = $1,5441,103.

1.3.1
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Were this the case, the iigures given above would be

fairly descriptive of the direct costs of their emlcyment.

(1) Indirect Costs: Since ýeraanent employees .ould

ke reguired, their hages would nave to be accelerated in

accordance uith NAVCCIPT •NAUAI 035030 to fully acccurt for

indirect ccapensatior such as leave and fringe benefits. In

this instance out of pocket costs would be $2,080,489, if

cne assures an averace wage factor acceleration of 251, as

illustrated below:

$1,541,103 X 1.35 = $2,080,489

It is recognized that ceiliny points for, additional

;erscrnel resources are difficult to obtain, however, this

citicn is lresented for consideration.

2. 2_i_, ar_ Hiinq

(A) Direct Ccsts: If temporary personnel were hired

to perform the duties of perscnnel in training, the finan-

cial im~act would be significantly less. One would assume

that te.Ixorary emplcyees would be hired at grade levels

lower than the incuslents for which they are exFlcyed to

replace, probably at the entry level'in the GS-1105 series
which is GS-4 ' and hhich is GS-3 for GS-1106 Eerscnnel.

These leiscnnel would probatly he Uired at the lowest step,

and their corresponding salaries would be $12,36- .nd

111,017 xes~ectively per year.

(B) Indirect Costs: These personnel do nct enjoy

the, saa'g level cf fringe kenefits as permanent employees,

and tkeix base salary would only have to be acc. .rated by

apprcz!iately 25% to accurately represent the indirect costs

associaated with thei.r'employment. C'Iculations tc shcw the

effect ct temporary hires are illustr'at4ed below:

1,280 X $12,367 X 1.25 X 3.6A = $712,339

1,307 X $11,017 1 1.25 X 3.6% = _._9__'

1.32o
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Ictal =$I,.b30

lhere may be additional costs associated with the

;rotatle decreased prcductivity cf tempcrary hires, as tkey

will re~uire some tize to assiuilate into the workforce, and
will nct le as productive as their permanent counterparts.
This use cf temporaxy personnel will also result in

increased turnover as well as an increase in the variatle

porticm of hiring ccsts.. There may bre other f inancial

impacts as %ell.,
~. j~orj~~j~p. __19.1borthizatign_ of Oxvertig: "

(A) Direct Costs: If overtime is. authorized in

crder to ensure that reguired work is completed, the ccsts
would ke scaewhat higber than employing additional full time
perscrnel, due to tle overtime premium that must te paid to

these ;erscnnel in addition to their normal hourly wages.

If one assumes that each person would have to be authcrized

70 hcurs cf overtime jer year, they would earn an average

hourly cvertime 'differential ct 50% for each of thcse 70
hours. The cost' of the overtime premium is shown beliw:

cvortime $7.97/hr X .X I 70 hrs I 2,587 persons = $ 721,644

normal $7.97/br X 70 hrs I 2,587 persons S $1,44-2,287

Total = S2,16Q,S31

(B) Indirect Costs: The use of overtime assumes

that there are not any pre-'.xisting nonproductive hours t-at

could te utilizet! by these perscnnel, and that they will be --

able tc ;erform at their no.rmal level'of productivity while
workibg cvertime. Bcth of these assumptions are suspect, as

the average employee might not reguire the full 70 hours of
overtize due to envizcnmeatal factors withia the vorkplace.

Ifficiencies such' as those associated. with not' having to
stop and restart their efforts would result, as bould

13.3
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cthers. Cn the other hand, studies have shown that izc.duc-

tivity w~ile working overtime is freguently less than that

cbtainred during normal working hours.

The overtize pre mius acceleration for fringe
benefits is significartly less than that accrued fcr ncrial

workiLg hours. The cvertiae Fortion of the wages need be

accelerated by only 20% to recoup the indirect ccsts of

frinSe tenefits and eaplcy.ee payroll taxes. The total cost

cf this alternative wculd be as illustrated below:

Normal hrs.---$1,443,287 X 1.35 = $1,94E,437

Cvertimc premium----- 721,644 X 1.20 = ,

Total = $2,814,409

4. •.scrb the Wcrkload Within the Orqanizaticn:

JA) Direct Ccsts: Unfcrtunately it seems as if this

"is t.e scst prevalent apprcach to solving manning Frctlems

endemic to the small purchase workplace. As the research has

shown, there is a significant -workload overburdering in -

small.,uzchase divisicns of tne Navy. and this arj.roacb

would Xe unsatisfactcry frcm both a Eersonnel utilization

approach and in ligt of constantly competing pricrities

that face small purchase personne~li This option would orly -

exacerrate the already severe rroblem of overloading these

perscnnel, and the sission accomplishment of small purchase

organizaticns would suffer as a conseluence. Once the work-

loa.d and staffing-of small purchase, personnel are ccrrectly

a-Ulgred, and prod'ctivity increases,, it is, anticipated' that

some cf this additicral worklcad could be absorbed within

the orgarization with minimal impact. If this. cpticz were * ".

exercised, however, the ýdirect '.ersonnel cost would he zero. _7

(B) Indirect Costs. -There are myriad indirect costs.

associated vith attempting to atsorb tze additional wcrklcad
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uith iresently statied small iurchase organizaticns- The

ailread dv low 4.orale will dip even further as pressures and

taskir'gs increase, and tnrnover will increase currespond-

ingly. Additionally, the backlog of purchasing acticrn in
t.;ie g eue Aii1l grc% even larger, resulting in lcncer
Fror-urezent action lead-tizes, or in some low Ericrity
1rocuZements never being made. As the pressure on buyers to
increase throughput ircreases, they will attempt tc cut as
zany ccrners as possille, resultin.- even Foorer cerform-

ance ttan at present.

C. 21AINING DEVZLOP2II COSTS

In addition to tie perscnnel. costs associated with small A

purobase personnel attending training, there would te ctker

rerscmnel ccsts involved in developing this training. Cur . :1

effort has teen to highlight the primary areas of training

deficiercies that are most prevalent throughcut small
purchase crganizaticzs. There still remains the fairly
significant task of actually developing a training guide for

intertediate level sitall purchase -ersonnel. There are
numercus optionj Lhat exist in relaticn to the. tasking of
the •z,•zaration of this training manual, including a thesis.
topic fcx another Naval Postgraduate School student, hirirg
acivilia!a contractcz, or tasking another Federal Agency

Such as the Federal Icquisition Institute (FAI) with ccn.tin- . -

uing, ttis effort.

It a thesis student were to' complete . this effort, the

cost bculd te fairly rminal as that person's efforts would

'te a suxk cost since this efl.ort would fall withir the

.urvib ':f thesis research for 'the Postgraduate student. The
cnly iuczesental costs would he those associated with travel -

and ctbez research related costs. In the main, these ccsts

'would to, insignificart. If a civilian contractor were tasked

13!
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with the preparation cf a training manual, the cost uculd be

much sore significant. The most Frobazle option would te to

task IAI cz some otter Federal Agency with completicn of

this ucrk. At present, FAI is working independently cf this

studyto ccxpile needed areas of training within the small

p urchase environment and to develop a training guide tc meet

those needs. II they utilize the findings of this study, the

sccpe of their present taskiný would decrease, as scse of

the Srcund th1at thej had intended to cover is included

herein. in this " nstancc, as in the case of assigning this

Effort tc a NPS thesis student, out of pocket costs wculd -be

rominal, zince the PAI has already programaed personnel and'

financial resourses tc this task.

E. ISEIUG COSIS

If this or a sizilar program were implemented, there

would be costs asscciated with actually conducting the

recommended training. There wculd necessarily be a cadre of
•- capable instructors tc tonduct the training, as well as to

*. update and ctherwise keep the training material current. It

is a little more difficult to guantify these costs, since'

the structure within %hich this' training would be conducted
is eitrcmely difficult to pre-determine. If dedicated

instructcrs were hired to conduct the training, there' cu ld

ke a direct cost impact. If, however, this training were

conducted in-house 'cr with presently existing training

resources, there would not te a significant cost impact.' For

* the Furpcse of illustration, we -will examine the chcice cf

_ hirizr additional pezsonnel to travel to major installaticns

to ccnduct a portion cf the training. Liaison with the Army

-logistics Management Center at Ft. Lee Va, indicates that a

' staff cf two people would be req'uired to iaplement,
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7. .

coordirate and execcte the desired training LRef. 62].

: Comparatle ýersonnel at Ft. Lee are at the GS-12 level, and
ccmmard an average salary of $34,454 per year. If these

salaries are accelerated in accordance with NAVCOGPI MANUAL

03503IC tc account for indirect costs, the total cost of this

increased staffing of two persons would be $93,025 per year.

i be zost reasonalle option would be for a large instal-

laticm in each -geographic concentration of small Eurchase

perscrnel to be tasked with conducting the training cnce or

twice a month. This would allow a relatively small

;ercer.tage of the small purchase personnel fron Iccal

commards to attend each tine training is conducted so that

the ncnzal work flow is not completely disrupte-d and suffi-

cient perscnnel are cn hand to frovide the required service.
Therefcre, major installations may find it necessary tc hire

additiczal perscnnel tc conduct all or a portion cf the
traininy iccally. It is felt that additional perscnnel
would nct te needed at the NAVSUP level, as sufficient
zesourct.s-arpear to le in Flace to provide policy guidance

and oversight.

-. •IVII COSTS

7ravel costs associated with the implementation of this

training program are difficult to forecast and quantify.

.here would obviously be some travel involved if training
were conducted by, a cadre of instructors that pericdically

visited each majcr in-stallation. Personnel at smaller

installations would also be rquired to travel to certral
- locations tc obtain the necessary training. If training were
. conducted in-house, however, therewould be nominal travel

costs associated with implementing this training. There are
approximately 40 major small purchasint. divisions withir the
Navy [Bef. 63]. If one were to assume that each of these
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izstallations were visited an average oi twice per year ana

provided two days cf training, tae travel cost for two

persons from a relatively central location would total

apprczimately $120,OCC. This is based-on a trip of 4 days in

duraticn, and an average triE length of 2',000 miles, and the

assumpticn, that several activities would be able tc Fartici-

r pate in training siailtaneously. Reliable data 'are not

available to accurately estimate the. number of perscnrel

"that would be able tc attend .training of this manner on a

r.o-ccst tasis. It is estimated, however that apprczifately

80% (2,0C0) of the stall purchdse personnel would te able to

attend cn a no-cost basis as a result of these sessicns

teing conducted at sajor concentrations of small purchase

perscnnel. If' perscnnel from small commands were reSuired
to travel to larger installations to obtain training, an"I-

estimate of total ccsts for the remaining 500 people would
'e apliroximately $25C,000.

Although these figures are broad estimates, they are

fresented tc illustrate the paotential upper limits cf the
cost cf, travel associated with implementing this prcgram.
"The total costs therxfore of implementing this alternative

"would te $370,000. A more reasonable assumption., as

discussed atove, would be for the largest activity in, each
... regicn tc conduct tie training da a recurring basis. Any

in-hcuse personnel utilized to conduct this training may be
required to' pe!.fcrm scme travel in order to participate in a

training course specifically designed. for in-.house instruc-
tion cf small purchase training.

SIESINIING,. DISTRIZUTION, AND OTHER CONSUBABTES COSTS

liaison with the Government Printing Office indicates

that the average prirting cost for a training manual of this

136
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nature wculd be apprcximateli $.70 per copy for a training

xanual that is roughly 100 -ages long [Ref. 64]. Assuming
an initial tribution of two coiies per small iurchase

employee, tocal ptinting and distribution costs fcr 5,200
copies would be appzcximately $3,640. There would also be
some ctber less significant co.'ts associated with the ixple-
zentaticz of this training 1.xcgram, however, . the cost of
consuratles and other miscellaneous supplies would Irctatly

te Uclinal.

G.o SMABR OF CCSTS

li. Erizary intert of this rather cursory examination of
costs 'is rot to ascertain -with any. precise degree of
certainty what the ccsts of isplementing this program would
be, ratter the intent is toc bring potential costs to light
and to make seemingly reasonable estimates as tc their
value. It will be slownz in the succeeding sectien through
sooe elemertary sensitivity analysis that even if these
estisxates are off by a factor of two, that the required
percentage increase in productivity or favorableý reduction

in pricing would be very small in order to compensate for
the costs. A summary of anticipated costs is presented

kelow.

1. S Perscrnel Costs

a. Loss of uc-rkforce due to training

(1) Additiofl~ Personnl hired.

($ 2,0.EO, 48S)
(2) Ternjra_ HirinS.

(1, 60,6-04)
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(3) Overtime.

($2,946,461)

(4) Abscirtion Cf Work.

Witi e Orrganization

(negligil.le)

2. Irainingq ,Dev2iclment C_9csts

(negligitle)

3. _Ira~ining C osis'['.

.($93,025)

4. 7ravel Costs

($370,000)

5. rittin and Iistrituticn Costs t

($3,640)

8. iCCEI•IAL'BEUEFIt-

Tbere are a myriad of pctertial benefits that ray -accrue

as' a result of this training. This portion of the thesis

will' nct attempt to present a rigorous guantificaticn of

these tenefits thut rather will marely, highlight tbcce of

significancC. Af ter outlining and discussing each cf these

potential benefits, sensitivity a alysils will be 'je*.fcrxed

cn the ixesent level cf small Euzrcbase expenditures in crder

to deterrine the required increase in productivity cr Frice

savings thbrough more efficient i.urchasing that must take

ylace in cider for this traiming to be justified frcm a
cost-effectiveness viewpoint. Th e reader is cauticned,

however, that many of these benefits will not surface

directly on the " bottom line", although they will in every

case have an impact ujon purchasin, efficiency.
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1. Ian;ible Benefits

a. The most clearly seen benefit of this traininq
would _e increased efficiency cn the cart of small - u-chase

2erscnnel. If siall purchasie ersonnel perform their duties
in a gcre efficient Eanner, fewer personnel resources should
te required. The lijact of improved efficiency, will be
difficult tc measure, however, as it is ccmaonly felt that
small Euzcbase jerscrnel are Eresently overburdened. As
previcusly mentioned, there is increasing public and

Congressional furor iegarding charges of spare parts cver-
paymerts ty. the DOD tc Defense contractors, and a signifi-
cant rcrticn of the spare parts procurements in the Navy/COD
are perforzed by s-all purchase personnel. If small
purchase personnel receive improved traininy the incidence
ci slare Farts overpricing, real or imaginary, .S' ould

decre ase.
t. Prices iald kA t,4g Government for qocds and

servicesi shculd decrease in constant dollars. The crux of
any analysis of purchasing must be upon obtaining tie right
mzaterial, at the riGht price, at the right locAtion. As
small' Frrcbase perscnnel become more skilled in' their
duties, they will pretumably be better equippedto negotiate
prices and conditicrs that are more favora bl!! to the
Government. Elezentary tocls anc skills such as cost and
price analysis, as well as a general business sen-e, should
ketter emakle small purchase personnel to obtain fair' ad
reascnakle -rices. This area probably h'as the most Ectertial
for payoff since a cenearal reduction in relative prices of
cnly cne percent of the over $3.5 billion spent by the Navy
last year in small jurchase faee. 65],. would result in
savirgs q1. cver $35,CCO,000 per year. An increased level of

price reductions bculd make these savings even more
dramatic.
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c. Public and Conjqrsssionai attention cr small
jurchase should declease As tlhhej •alize that the small
rur base function within the Navy/DOD is tein_ conducted in
an effective and efficient manner. The present level og

attenticn by public Icdies is probably well deserved and is

productive in that it has forced Defense Agencies to focus
cn the ssall purchase function and to attempt to imgrcve on
it. As these improvesents are made, public focus will shift
to cther areas. thus allcwing productive effort tc be
directed . at executing the siall purchase function rather

than at defending its practices, policies, and existence.

2. Intanqible Bezefits

a. Greater jrofessicnaiism should result f rom.

pJ!o2.!1 tlaipinq- As discussed previously in this research
paper, lcw morale is endemic throughout most Navy small
purchase orSanizaticns. One of the factors that has contrib-
uted to this low morale and to low self-esteem withir the
GS-11C5!/ ranks is the perceived lack of professionalism
withir tke small purciase structure. This perceiyed lack of
Frofessicnalism is apparent in the literature and is
evidenced in interviews with small purchase personnel and
their supervisors. If an effective training program were
implezented, the mcrale and self-esteem of small purchase
persconel wculd undoutedly increase, as would the general

percerticp cl professionalism witAin small purchase. This
increase in morale wculd protably decrease the turnover and
attritio rates within the ranks of small Eurchase,, and
would also tend to bave a positive effect upon the Frcduc-
tivity cf these perscrzel.

t. I-.rovoed execution 2. mandated soci c-_cc0"ic
1r~oogabs shull result frof iroved'_traininq. An iecr-

taut, let intangible impact cf increased training wculd be
improved implementation cf previously discussed
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socic-eccncsic prograis directed by the Congress. Small

purchase is an important vehicle by which the Congress and

federal Agercies isplement socio-economic programs. If small.

Fvzcbase. personnel are better trained and better under;Etand

their rcle in the ;rocess, they will be better able to

execute these prcgrass. As pcinted out in the researchers'

discussicn cf major 1roblem areas, competition ard Small:•

Eusiness set-asides are two specific socio-eccnomic prcgrams

that have not been is~lemerted as effectively as desired.

As a result of this, training, one could expect t.at small

purchase personnel may increase the incidence of competitive

procurements and increase their utilization of Small and

risadvantaged businesses.

c. Marked i~miovement in the areas of responsiveness
..o _n Lce ed~s JRera&tionaJ Inits should res'ult

fro__arr j ed training. As buyers become more professional

and acre prcficient, they will better be able to meet the
ever tuigecning needs of their customers. Increased prcduc-
tivity ard a better 'awareness of the meaning and effect of

priorities will net culy allow customers to allocate feber

financial and personzel resources to small purchase, but

will alsc result in shorter procurement action leadtimes for

custczei-s. This uay also allow stocking activities to
adjust inventory ordering models and reduce the need. to,

carry present levels of inventory, thus reducing carrying

costs.*

d. ZapSugve~artjs to _11f professional base tjfgm %hich

12.4Ai 1=U§ int U2 gi-lu..2 §-.&e s "1§1 frcom
* pre_ n 'At present, the level of expertise that

is dis.1layed by GS-1105/6. personnel that transfer to the

GS-11C2 series is significantly less than desired [Ref. 66].:

7his results in an inordinate amount of training in order to

sake forier GS-1105/( eaplcyees productive members of the
GS-11C2 workforce. If intermediate level small purchase
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;erscrnel are better trained, the transiticn from GGS-110!/6
to GE-1102 will be much easier and will encourage both
communities to 1romcte fertilization of the GS-1102 series

from the GS-1105/6 series. As a result of the thr-eshold tor

small ptrcbase being increased to $25,000, many of the

concepts of small purchase are equally applicable to

contracting as well, indicating that properly trained
GS-11C5/6 personnel should have less difficulty making the

transiticn to GS-1102.

I. IJAI1IS I.

It is mot within the scope of 'this research effcrt to

rigcrcusly Suantify tie costs and benefits of implementiný a

propcsed training program fcr' intermediate level small
purchase personnel. There is a feeling at many levels of

purchasing zanagement that the present state of trainirg in

small purchase is so deficient that even a training prcgram

Cf much greater sagnitude than the one that these

researchers propose boUld be cost effective. Executive -

Crder 123!2 does nct address the financial. impact of

improving the ;roccirement *workforce, rather it fccuses
solely upon required ieforms. It is important, however, in a
general sense to have some appreciation for the expected

cost cf ixjlementing this or a similar program, in crder to
deterzine ii further cost analysis is warranted. Although

the cost analysis iresented above is not guantitatively -
precise; the researcher's contend that the crder of magni-

tude cf these costs is a fairly accurateý indicator of antic-
ipated ccsts'. At every juncture throughout, the researchers

have chcsen to be ccnservative and, thus demonstrate the

greatest potential ccst of each option. The following data

provide a range cf optimistic and pessimistic estimates that
will all~cw the reader to ascertain a reasonable estimate of
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costs under varying assumptions. If one were to assuze tkat

each cf tke most costly options were to transpire, the total

cost cf implementing a program of this nature would te as

follclir:

Low H a

Subject Personnel Ccsts - $ 0 $2,597,916

Irairing Veveloiment Costs- negligible

TrairinS ccsts $ 0 S 93,025

Travil costs - $200,000 $ 320,0CC

PrintiES and other ccsts - 360. 3,64.q

Total ccsts S203,640 $3,014,5E1

As stated, it is felt that the above estimates are a

reascnatle troad estimate of the costs of implementing small -

purchase training. Iven if these research estimates were in
error by a factor of two, the total projected cost .fcr the
Navy to implement this training would approxizatEly $6
sillicr. liese assualtions serve to establish a rough kase-
line against which tc measure expected costs. Since all of -

the assuiptions regarding ccsts were purposely made witt the
expectaticn of the mcst costly cption being exercised, there

is asple rccm for these estimates of costs to be reduced.
in order for the Navy to . recapture its investment in

training from a purely financial aspect, small kurchase
perscnnel wculd have to effect an average cost savings of
less than one tenth cf one percent of total small iurchase
expjenditures. 7he above efficiencies represent a fairly
small incresental decrease in prices paid; and dc nct take
any cf 'the ma'ny iztangitle benefits cited above into
account. It small ;urchas. personnel were able to achieve
an oa.rill average zeduction in prices of one -percent,
savings, after subtracting training costs, on the crder of
$32,OCC,CCC wouil ýcczue.
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If scie of the leaF costly options discussed atcve wp.re
in fact exercised, the pctential payback point cf this

investmert would be xeduced significantly. For examEle, if

the ;avy chose to (1) hire 93 additional full-time

emplcyees, (2) task the FAI with completion of the training

guide, and (3) perfcrm most cf the training in-house, the

cost %culd cnly be orly slightly more than $2 millicn.

3. SUN.AE

Ihis ezamination cf pctential costs and benefits tas

keen fairly cursory, however, it has accomplished its
primary juriose of establishing a resonable range cf esti-

mates regarding the jrcjected costs of implementing a small

purchase train'ing prcgram. The objective has been tc sbow
that the required investment in terms of financial resources
is fairly nominal in order to potentially attair an

Extresely Ligh degree of tangible and intangible benefits.

1here are ctviously a lot of alternative methods tc ajproach

utilizing and imFlemecting the mandated training, and it is -

recognized that opticns such as increasing the number of

ceiling ;cints is a difficult endeavor at best. This

Froblem is exacerbated by the need to obtain additioral -

ceiling I cirts for Other reasons besides affording increased

cpporttnities for 'training. It is critical however tc estab-

lish financial and personnel needs .so that the necessary

resources can be requested and possibly obtained.

An i0portAnt, but frequently overlooked, point is that a

reascnatle estimate cl the costs must be derived. All too'

cften,. Governmentrprograms are executed without even a
curscxy attempt to quantify the costs and benefits that will

result. In this case, it is felt that the wagnitude ct the -

training costs is sc small that the training is warranted

from a ccst-effectiveness standpoint. The relatively nominal

'146

¶ - . . . *.....



fundirý rzeuirements cf this program , as a percentaSe of

small Furciase experditures,(albeit $2 to $3 million),

requires a very small incremental increase in pricinc eff-c-

tiveness to recoup ccsts. For example, if small Furchase

Ferscnnel were atle tc negotiate a price decrease cf $1 for

every $1,000 that they spend, the Navy would have reccu-ed

all cf its training ccsts. Additionally, a myriad cf ctrer

lenefits besides reductions in prices paid can result as

bell."

*.*. . . .~.. .*.**.**
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VTII. CONCIUSIONS AND RECOMMENDATICNS

1. CCEICIU-SIONS '"1. 7ack of an effecti7ve career develjoprmeant ±c_., for

small ;uzchase kerscnnel has ne1aivelI ima ctd ulo.

erfcrfmqarce in the field. The v.Lews of buyers and suEervi-

sory Eerzcnnel expressed in Charter III support this ccrten-

tion. Zuzther, a n-usber of practicai manifestations can be

directly related to the systemic failure t.c provide scme

clear career oppcrtuzities tor those interested in remaining
in small pdrchase. These manifestations, as detailed in

Chapter II1, include confusicn regarding job definiticn,

tighaturtover rates, attitude and'morale problems., avcidarce

cf resEctsitility, ard reduced incentive t,. participate in
further training.

2. 'u.rent effcrts to revitalize small rurchase carc.er

,Jeve~l~.S.1.1R Lr2_q~a.!§ aria ste. in the ri ht directicn, tut

leave sc.e lasic q1uestions unanswered. Tasx Group' 6. rEccm-

aendaticts and acticns, presented in Chapter III, Froperl'.

address many of the correct objectives for any successlul
pirofessicnal developsent prcgram. Occupational standards
are teinc rewritten, and specific training 4qidelines are

being estatlished. iroperly, the researchers believe, thise
efforts are being founded ulcr, surveys of the buyers and.

superviscrs themselves.
3. -A disti.c and coj1ete career developmenRt .Ecg-ram

11gJJ 11 .S rovided fcz those lersonnel 1ho. wish to remai in

he _101 and 1106 sexies. Training and professional reccg-

nitic. of the 1105 and 110.6 series'should not be based uion

an assuied desire to transition to the 1102 series.
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fachi enhancement to small purchase career develc¢ment
irograss must be filtered down to every level of the small
jurchase hierarchy. This will require a serious reevalua-
tion cf work loads azd manning levels in many small purchase
Shois. Bulers and supervisors must be allowed tc Fartici-

Fate in the developmert cf all programs.
4. Si9nificant weaknesses exist in small purchase cra-

nizaticaal structure and practice which must be addressced if

aA_ trainin-i prga_ is to he successfully imrlezerted.
Small purchase buyers and iupervisors are virtualiy urani-

xous in their agreezent that is impossible to separate the

quality cf the working environment from the perceived need

and desire for trai.ing.
Specific conclusicns, supported by the'discussicr in

Chapter IV, may he made as fclLcws:.
a. The functional distinctious between procuremen-t -

series are unclear aLd personnel, as a result, are cften
imprclerly assigned.

k. In many activities, the buying function is nct

crganized in a manner conducive to efficient use and devel-

cpment of Eersonrel.
c. many activities have failed to. provide small

purchase with necessary publications and reference
Eater ial-s.

d. No effective pirgram currently exists to keep
small purckase ,ersonrel abreast - of the latest "legislaticn,
regulaticb, and direction. Nc effort is made,.on the whole,
to translate this irformation intd terms that are under-
standatle and useful tc personnel in the field.

e.. Organizational goals and priorities fcr small
Earcbase are not made clear 'to small. purchase perscnnel.
Stated ccncerns and objectives often exhibit very, little '

stability.
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f. Perforiance evaluation systems for small

purchase jersonn'sl are totally inadequate as they now exist.

loo auch ,aphasis is placed upon volume cf effort withcut

recognizing the varying natures and complexities cf tasks

-- fr9. Very few organized systems exist tc Ercvide

positive recogniticr to small purchase buyers. and

superviscrs.

h. inadequate clerical support has degraded small
,urctase Eer~ormance at many activities. Procurement

Administrative Lead Times (PALT) have been directly

"- affected.
"i. Small purchase suiervisory perscnnel generally

" fail tc pxcvide the kind of support necessary to effective

perfcrmance and traiining.
j. Most piccurement activities need to earnestly

reevaluate their existing systems of internal and external

communicaticns. In ceneral, effective feedback mechanisms
do not exist to enable evaluation and improvement o-f super-

visory ard training efforts.

k. Professional and organizational deficiencies

have resulted in a shift away from a service-oriented atti-
tude cn the part of many small purchase personnel.

1. Existing training programs in the field cf small

purchase are generally inadequate.

5. Many of the aost chronic Contract Management Review
SCM. -} .Aisgrepancies related tc the small puzchase furction

could e eliminated 11 iproinq 2erformance in a 'linited
' number of subject areas. These areas are identified in

Chapter 1. The basic nature of these ar~eas is supFcrted"

- both by CMR detailed and. summary reports, and by the

expressed ccncerns of small purchase personnel. Causes and
b asic sclutions addressed in Chapter, V' should, the

- researchers believe, form the nucleus cf a refresher ccurse'

- for sxall purchase buyers and supervisors.
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6. _An intermediate level small purchase trajinin

Eroqram reed be develcped that is succinct, clearlX fccu.sed

_upon legulations and directives as they pertain tc small

E.urcK!;s., ard consistent in its approach. During interviews

in the field, small purchase personnel almost unanimcusly

desire a practical training guide that not only details ,"how

to," I ut also addresses the "why." Training in the 12

subject areas discussed in Chapter V represent the tajcrity

cf reccrning CMR discrepancies, and are those most desired

by ssall purchase personnel and thier supervisors. Tbis

research has found that small purchase perscnnel are ucre

ccmmitted to the suppcrt of kolicies and procedures if tkey

are abare of the origins and impac-ts of these, policies and

.rocedures.

7. The cost of iarlementilU §,n effective and conrehen-

i.e _trainiAE= frcSra_ for small Purch.ase perscnnel is minis-

Sule czared to the' dollar value of transactions that tie
"Ejro.--ss, ard the pctential benefits to he gaine. ased

upon a ccst/benefit aralysis of a training prcgram for small

purcbase personnel, it can be concluded that through' a wide

range cI pessimistic estimates, the cost of. implementing

training 1y .tny oie of several methods is nominal. If

training is conducted on a continuous .basis, the pctential

benefits will far outbeigh the costs.

E. 21COAHESDATIONS ICRUPPEE ICSElOiS

1 •. Iress forward to meet all le__.lt mandated qca,l- for

-small. pScbase prctlssional development to include the

jcontinuig_' recommendations of Task Gro_ 2 6. The Eclicy
objectives enunciated by Task Group 6, and those propc.ed by

- the researcters, in Chapter III, will form a solid foundation

for isircvezent.
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" a. ke every action necessa. to ensure that the

.aijc__men ts achi'eved in •roessional develoqment are

i j•fleeted at each level of the procurement hierarch. This

Sill include comprehensive revision of position descrip-

tions, reassessment of task assignnr ts, adjustrent of

manning leids, and reevaluation of training needs at the
Sbuyer level. Buyers and supervisory personnel should be

actively involved in irogram design and implementaticn.

3. Eevelop and ixnlement a separate and citct career

Sdevelcjjent 2Ro21al fc1 small ;uiccase personnel who wish to
re ein in sm a1ii puchase. Include in this develcpment

1rogram a dedicated training plan which addresses the needs

cf career srall purchase buyers and supervisors. In crder

for such a program tc be successful, it is further rEccm-

mended that concurrent steps be taken to address the

fQollcwing problem areas.,

a. The appearance of organizational preference for

the 1102 sexies.

t. Intense wcrk loads.

C. Volume-related performance measures (this 'will

be the subject of a separate recommendation).
d. Turnover tates.

e. Morale picblems.

f. Prof essiczal recognition.
4 4. Devblop and Pomulcate updated Classif icaticr and

.ualificaticn Standaids for the small purchase series. Use'
these standards to revise pcsition descriptions and job

assignmemts at all piccurement activities. This must be the

first step in establishing small purchase as a distinct

"*• professicnal coazunitý.
. c the currentlx operative references fCr small

"Eurchase. fAR ixple=xntaticn has resulted in uncertainty as

to the viability'of zany traditional sources of infcriation
and guidance. The status cf NAVSdP P-467, in particular,

requires iimediate clarificaticn.. .
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6. Levelo,• and Eromu__!ate a uniform training ccurse on,

FA failiarization for small pur hase personnel. This

training sbculd be mardatory for buyers, supervisars, and

managers, and shculd be implemented as soon as possible.

7. kroduce and distribute summaries of the latest

legislaticn and re~quIation Alplicable to small purcbase.
Summaries should be easily understood at the fur.ctioral

level, and should be nade available on a regular basis.

8. Develop a standard 1rformance a";raisal systm to

be used ky all activities in evaluatinc the e jzce o0

small ;ur4ckase _erscrnel. This system should. nct rely

exclusively on traditional meas-ures oi efficiency, lut

should ircciporate a zecogniticn of the. kinds of tasks being

ferfcrved, as well as the quality of individual perfcrmance.
S. 5_cnsor a forial reconition program for outstandinq

small EuIchase ';ersc.nel and activities. 'Such a jrcgram
could alsc be used as a vehicle to disseminate inrcvative

ideas.
10. Levelo 'a compre hensive training guide fcr small

Eurchase Ifrsonnel that Includes, as a mini ur, the
follcwins kasic subject areas:

a. Requirements Determination.

t. Purchasing Methods.

c. BPA Use and Administration.

d. Purchase Crder Use.

e. Documentation.
1. Determination of Fair and Reasonable Price.

S. Competiticn.'

h. Small Business Set Asides and Other Programs.
i. Accountimg Data and Appropriations,

Jo Imprest lund.
k. ADP Erocurement.

I. Prioriti2ation of Procurements. This prcgram

should be Erepared at a central level and distributed to
field activities to adapt to their specific needs.
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11. A central authorit, should be tasked with the cocr-

dinaticn, and udatin of a small purchase training guide.

This authority should periodically review the needs cf field

level £erscrnel, and should update the training guide cn at

least ar anrual basis so that it does not fall into disuse

due tc a lack of currency.

1;. revel a standard format similar to the cne

!•one~d that includes the fcllovina key elements:

a. Subject Area.

t. Def initicts.

c. Governing Rules and Regulations.

d. Rationale and Reasons for Procedures.

e. Commcn Pxctlems and Discrepancies.

1. Suggested Solutions.

S. Training Materials and Recommended Guides.

13. •ursue adequate financial resources to .9.211Y ii Lr--

ment anN traininS £rccram that is undertaken. Uhile it is

recognized that pezsonnel ard financial resources are

scarce, the benefits that will accrue will far outweigh the

costs.

14. Establish- a means tc quanlif the benefits that

accrue as a result of im!joved and intensified training. A

means' tc guantify *enefits in this area will facilitate

deteraining if future training should be. conducted, and will

provide ;ustificatior for additional resources if tenefits

exceed tke costs as expected.

C. BICCBfiiNDATICNS ICE PROCUREMENT. ACTIVITIES

1. _Akctivities should te encoquj.jed &g Rationagl1 eval-

uate tke organization cf the _My;na func:tion. This evalua-

tion shculd be designed tc determin, i. current scteses
facilitate:

a. Effective utilization of existing expertise.
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.t. TraininS throuih relular assiSnment rctaticn,

where icssitle.

.c. Professional development through expcsure to

tasks cf varying difficulty.

d. Maximus opportunity for buyers to teccme

familiar with sources and products.

Cnce an 'effective s'cteme is instituted, it should remain

stable as lcng as practically jossible.

2. ll rocu nnt activities should determire what

igbilg•tjan and _eref . 'materials are needed ty _-a.l

ruriba•- X!rsonnel, Ind lake steps to Egide these ites.

Cnce tbese taterials are obtained, further. steps shculd be

taken tc instruct personnel in their content and pr-oper use.

"3. 1ill procursent actiyjvjt. shoul.d rovid small.

qLag ju~e e n u v rs wit ,soae form' of Ixcsure
to j_;"ajg le~qislaticn, rg•.Iaation, _And local ýuidarce .

related gto sa.1a pulfkase. The researchers recommend that

Ferscnnel be required. to maintain a current file cf this
&a teriald and that regular instruction be conducted to

distill it into operational terms.

4. .. gouje_•nn oLg~izations should establish an

aiii& .9lc and priorities for small urchaase.

These shc'uld be Eublicized, perhaps inI the form of a. pclicy
st~tezent, and ccpies made available to all buyers, supervi-

sors, and managers. Operational policies and practices, as
will as performance evaluation systems, should be reviewed

to ensure ccnzfornity bithý established goals and pricrities.
Every effort should le made to make this structure stable.

5. 'j~j "Ltvite..Qkg_abu1A.4 e s lish a Lgr.aal 2eKf_.ormanc__ee -

Mmtaltig Rrgr t -sm~ .1uca buyers dn au.ervi-
sOrSo !uch a program should te designed at the local level
to. reward superior performance, and to call attenticn to
innovative techniques and practices which may be beneficial

throughout the activity. As a minimum, recognition Frcgrams
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should emiloy apiroiriate putlicity and documentaticr in

j'erscrnel records.

6. Steps must le. taken tc scrutinize and, w'here neces-
sarv and jossi ble, recrqanize the clerical sup~port furction

to lrcvide adequate service to small purchase. It Erac-

tical, a separate typing Fccl should be established for

small purchase and placed in the appropriate administrative

chain cf ccgmand.. lkere this is not possible, effcrts mcst

be made to dedicate clerical personnel, or to establish scme

chj'ective zethod of scheduling work.

7. A4.gtivities should strive to improve the duaLityt and

•cop of §.sure-r!,ory -u;.;o_[_t to small purchase buyers. This
may be facilitated by minimizing, where possible, the actual

tuying responsibilities assign%.: to supervisors.

Superviscrs nhould ke encouraged to become more actively

involved in scr'eening incoming material, counseling,
training, and supporting the efforts of the buyers. The

researchers further recommend that supervisors receive
training bcth in ceneral management and small jurcbase
suppcrt technigues. Finally, supervisors' evaluaticns

saould ke eased prizarily ujcn the effectiveness oi the

suppcrt that they prcvide.

8. Activities shculd r igorcusly evaluate the elfective- -

ness cf Existinq systems of internal and external ccnunric-.-

tions. This evaluaticn should include assessments cf :

a. The effectiveness of feedback mechanisms between.

tuyert, su~erviscrs, and managers.,
t. The ability to translate inspection, audit, and

revieu results into terms meaningful, to individual buyers.

c. The ability to ccmunicate organizational goals

and xirczities.

d. The reliability of external communications

systems..
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Additiorally, it is reccaaended that each activity

institute a program ct scheduled tuyer meetings with vendcrs

and with representatives of sajor customer commands. Euyers

should le encouraged to attain a first-hand kncvled.ge of

vendr periscnnel and 1roducts, consistent with regulaticn.

Finally, an appreciation of customer responsibilities and

constraints can greatly reduce the number cf future

lisunderstandings.

5. Agtivities should stress customer service as the

"udIl ujin__iP.Le Is all small purchase endeavors. The

-researchers recotuend promulgation of a olicy statement

similar to that found in Append~ix A, which has teen used

successfully by several activities. Customers of varicus

sizes shculd be regularly interviewed to. gather i-re--icrs

cf the tuying functict.-

IC. Activities shoul_4 cK1" tally evalixate current

traiir_.q Reds and xistin Ejogralms. Where necess3rry,

traizing rrcgrams sbculd be redesigned to ilcile de dular-

ized training material, formally scheduled train•:g, and

dedicated training tise. Siall purchase buyers au, saprvi-

sors shculd be required to undergo periodic training cl the

type described in this report. Activities iust vus,3ze that

standardized training materials are tailored to thQ zeds of -

local uyers and surervisorý.

.. SUM BNIE OF ANSUERS TO RISEIRCH QUESTIONS
p"

Cu'astic #1*. Wht j; h urrq~ tr"Ain.q jh~t;xn~ As2
vI•_ l -v th2e C_.ander, Na_•val S_ l AS 's _Cmand

M SM") sta__f, fi•14 level s_.uezvisors within the s'mall

7Z ining shortcosings have teen identified related to

toth t e availability and ccntent of existing programs. The
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cnly stamdardized small pairckaze prograa currently availale

in DCL is purely entry-level oriented and perceived to be
untiialy a,,d hard tc use. No s-ecific program exists to
provide follow-on or refresher training for small purchase
Ferscmnel. TraininS in the field appears to be irregular
and nazricwly directed.

Iccally administered small purchase training ccntent

does not enihasize tie primary areas of difficulty experi-

enced ky zzall ;urchase personnel. This training does not
atteipt to acquaint tie buyer or supervisor with the reascns

for particular procedural zequirements, or the pcteLtial
consecuev2ces associated with non-compliance. Buyers and

supeiviscrs are not routinely exposed to training directed
to actual discrepancies cited in CdR reports, ncr are

specific sclutions suggested.

-uesticn 12. What fcllow-cn or advanced trainin4 fcr small

purckase .ersonnal is• desired k C the Commander, Nalal Su;• l.
!Y.__ CcmIand staff, field surervisor, Ind intermediate

level sial2_jurchase Fersonnel?
Se-rcnsible officials at all levels of the chain cf

command desire a trairing program which will accomplish the

follcving tasic objectives:
a. facilitate tke provisicn of better service.
t. Seduce reported performance discrepancies."
C. 'Increase the sense of professionalism and jot' satis- .

facticn for small puzchase personnel.

Tie research, as presented, indicates that all Ferscnnel -

desire a ccmprebensive program of small purchase training'
whicb directly addresses the shortcomings cited in the'
answer tc Questicn 01. Buyers and si:pervisors, especially,
desire an cngoing relfresher proyram that provides instruc-
tion related to specific protlem areas. The researchers
have idertified these areas in Chapter V, and have delin-
eated specific probless, causes, and recommen'ded soluticns.
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Cuesticz #3. What small jurchase training p.o_qsr.azs jxes- "

entl• eS.ist for small purchase Personnel at the "asic or

intr• levg, and at _cre advanced levels?

Ike cnly entry-level irograz for smali purchase

currextly existirg within bOD is developed and administered

at Ft. Lee, Virgiria by the Army Logistics Management Center

(ALMC). Because of rreviously described problems with this

basic ccurse, many activities have conducted extensive

taiiczing efforts suited to activity needs. All ct these

'rograms, hcwever, are thoroughly based in the ALSC program,

and axe essentially ertry-level in nature.

As stated, nc intermediate or advanced courses dedicated

to ssall Eurchase currently exist. Attempts tc ccnduct

refrester training, tc date, ccnsist of reapplication of the

basic materials. Scme local efforts are noted, but no

compzetersive prcgraa exists.

Cuesticn #4. what is the current level of formal tain

9f pc•j•j.diate leyel small Purchase Pesonnel in the -

efl.eEa& nt of the N ayv1, and what are tae sources _• .a•inin-

that do exst?

As cited in ChaFter IV, the research indicates that

nearly 20% cf the' personnel working in Navy small purchase

organizaticns have nct had' forral entry-level training. It --

is difficult, if nct impossible, to estimate the current

level oi training cf intermediate personnel, due to the'

absence Cf any standardized training targeted to this group.

Use ressaxckers observed, or received reports, of training. -

.pro°xaus of widely varying degrees ofsophistication.
vaailatle training is obtained through informal instruc.-

tion, fozzal group iistruction, written guidance, and self
study. Training foLzats range from scheduled tize tcspcn-

tanecus reactiors tc emerging pzoblems. In all cases,.
training beyond the basic level is dependent upcn the
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saterial and personzel resources of the individual activi-

ties, and upon local training policies.

uesticn 5. What cther sources or traininj exist and are

available at th field.11vil for field small jurcn has e

;ersqrnel?

few suitable sources cf training exist at the field

level for field small purchase iersonnel. There is very

little staring of inncvative information between activities

concerniig small purchase training, and non-DOD resuurces

are rarely utilized. *Beyond whatever degree of crgariza-

tional training is available at the individual activity, the

kuyer cr supervisor iust primarily rely on .nter-fersor.al

instr uction.
Nc existing source, the researchers have concluded,

addresse! tie specific subject areas that are the scurce of

rost CML discrepancies. No existing source establishes a

jerspiective on the system that buyers and superviscrs both
appear tc desire. "

Cuesticn #6. What training is currentl Required fcr career,

develcmjent of siall Earchase Personnel at the' intermediate

12ve1'P
a. _WN ja resgcrsible fcr conducting this traininS? "

t. Is thUs trainlnj utilized?

c. Is IJis trainin_4 _qj.1,qt?

Career development programs and derivative training were
the sukj~ct of Chapter IIl. The researchers conclude that

viatle career planring and training .rogra-as for small

purchase are still it the formative stages in the Navy.
General ;clicy and training requirements guidelines have

teen aannunced, but data is still beiný gathered to suppcrt

specific training programs. Responsibility for training has

Dot teen clearly identified, nor has the program content.
The material presented in this report is largely intended to
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contritute to the effort of definitizing these training

Frograss and requirelents. It may be concluded, at this

time, that adeguate training is not available tc be

Utili2ed.

Cuesticn 7. What cther factors, if a.n, inzluence the
.jucgctj _Sj training ICr small juE.Shase i£ersonnel? """

The research has shown guite clearly that many internal

and eteznal factors influezce training in small purchase,

and dc sc in a dramatic way. Sc strong is the influence, in

fact, that the evidence presented in Chapters III ard IV

indicates tta% weaknesses in professibnal career develcment .

and organizational structure must be addressed befcre any

training prcgraa may ke successfully conducted. while the

individual factors vary from activity to activity, the weak- -

Lesses identified in Chapters III and IV appear to be Eerva-

sive encugh to warrant an earnest self-evaluation by every

activity with small purchase responsibilities.

Questicn #8. What are the costs associated with ixle-

.3nnjip jtor!csSe trainin Ejqam?

Ile costs associated with implementing the training

program Irclosed by this research will vary depending u'cn

the methcd, scope, ard schedule of implementation. General

cost categcries and a basic cost/benefit analysis are

presented in Chapter VII. This analysis reveals, withcut

guesticn, that the tenefits asscciated with such a trcgram

far cutweigh the costs.

I. 18115 ICR FURTHIS BESEARC

Research conducted for this report has provided the

tasis fcz further study and action in the following a~reas:
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1. bhE developsent of training guide madterial zcr the

reuainin; subject areas not specifically dealt with in this

report.

2. The develcpment of an effective pertczarce

appraisal sjstem fcr small purchase buyers and superviscrs

ci the t.pe recommended in Chaiter IV.
-. •he development of an implementation plan for the

training Frcposed in this rejort.

4. In exazinaticn of feasible methods 'that may he

emplcled to reduce wcrk loads in small purchase shops.

5. The developamet of an cbjective means of quantifying

the exiected savings resulting from the proposed training

E:ogz a..
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APPENDIX A

CUSW01i SERVICE EGlICY STATEMENT

Socicez INRCC long 3eact

PRCMEEMO k2
PD: ?UFM: f an
15 June 1933

NRCC PURCHASE DIVISSIN PROCCzICJR-\L STATCRAMENT A2

From: Code PD

To: All PD Personnel

Subj: Ten Commandments of Good Customer Relations

1. Our customers are the most inportant people to- enter our- establish:ment
whether in person, by mail, or by telephone. .

2.- Our customers are people who desire otir service -- it is our job to give
that service in sucai a way that mutul benefit and satis"action result.

3. Our customers are not dependent on us -- on the contrary, we are dependent
on them.

4. C-r customers are not an interruption of our work they are the purpose
of it.

T, Our customers are not outsiders in our work they are a Dart of it.

6. Our customers are not cold statistics -- they are flesh and blood human
ubeings with feelings and emotions like our own.

7. Our customers are not p-cpo e to argue or match wits with -- argb ~ents=
are won only by avoiding then.

8. Our customers, whether belligerent or i.-ritatjng, humble or appealing,
always hiave a genuine right to receive prompt and courteous ser::te.

9. Ou. customers do us a favor by giving us an opportunity to serve them -.

we are not doing them a favor by servicing them.

10. Our customers expect only what wt ourselves expect from those who have
elected to serve others -- service r with a minimum of delay in a helpful,
courteous, and efficient manner.

Reprint from 14SC Oakland Whittler Juine 197S.

R. F. MATSUSHIMA

Distribution:
All P Personnel-
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AIPNDIX B

EERSO.VEL. SUMARY

Suzzary of GS-1105 :ard GS-1106 personnel in the Departlent

of .the Navy

Grade level Gs-1105 GS-1106

7. GS-2 1 0

GS-3 1 128

GS-4 133 498

GS-5 439 374

GS-6 375 142

GS-7 252 135

G-!-8 37 14

*.GS-9 31 11

GS-1C 5 2

GS-11 2 0

" - ctals 1280 1307

Average Grade: 5.8 4.8

•edian Grade: 5 4

Source: Rej.crt On the Federal Acquisition
.Wczkforce Through FY 1982
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APPENDIX C
•ITERVIEW CUESTIONS

T The fcllcwing Questions, were asked during interviews
conducted during-the course of the research.

A. CtGEiEN' PROB1ENS

1. What performance weaknesses are consistently cited

during CuRs?
2. What are the causes of the weaknesses that zecur

durinc CMBs?
3. W1hat specific training shortcomings are r.oted by

small ;uzchase supervisors?
4. °Nbat do supervisors attribute to the cause cl these

shortccaings?
5., %hat are t'he current training and performance Ercb"

lems as seer by small purchase personnel themselves?

6. %bat are the areas in which small purchase perscnnel
feel training is imadecuate?

7. Is career development suffering as a result of

these ;erc•ived inadecuacies in training?
8. what organizational ircblems exist that. hinder small

;urcbase?

P. IrAIU

1. %bat current training programs are currently avail-

able?

a. Uhat Fersctnel are, these training programs prima-

rily ained, at?
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k. What level of experience do these tra'ninP

jzcgrans presume?

c. Are these programs general or do they address

slecilic areas ci training?

2. Is this training offered and/or conducted?

If the above training is not being offered, why

isn't it being offered?

a. Is it due to a lack of awareness?

t. Is'it due tc time ccnstraints?

c. Is it due to the qost of the training?
d. is it due to a lack of relevance?

4. Who is responsible fcr this training-
5. ihy do probleis persist despite available traininc?

f. Shat traininS is necessary for career development?
7. that are the cther Defense Agencies doing to address

the pricleas discussed above?

8. What locally developed prograzs are available to meet

these training needs?

C. MAIIAIG R-EQUIREEINTS

1. What specific areas of weakness should training
address?

2. ihat fors shculd this training take?.
3. At what pcint in the career pattern of small

purchase personnel sbculd this training take place, ' and bow

. cften shcuid it take 1lace?

4, that personnel sh uld be involved in, this training?
5. What level of kncwledge should this training

presuse?
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t. EISICS

1. Uhat are the specific ueaknesses in performance?

2. Can these shcztcomings be corrected by training-

3. Ihat training is available and why doesn't it wcrk?

4. Can presently available traiairg meet the needs of
small juicbase personzel?

5. What specific areas of weakness should be addressed

ina new tzaining cotzse?
6. fow should a new training course be conducted?

7. Ulat are the Erotable costs associated with
conducting a training course of the proposed nature?

8. Sihat effect would this training have on the
throuqbput and effectiveness of small purchase personnel?

9. Do you have the tize necessary to support a ccapre-
hensive training progzam?
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LISTL OF ACEONYAS IND ABBREVIATIONS

ADE Automated Lata Processing

AL~Army Logistics Management Center

BPA Elanket Purchase Agreement

CB, r Ccmmerce Business Daily

C3Rl Ccntract Management Review

DAR Lefense Acquisition Regulation

DD Eci: lepartment of Defense Form

DLA leiense lcgistics Agency

DLSIE r--fense Logistics information Excnarye

DOD tepartment'of Defense

DON lepartment. of the Navy

DTIC Cefense Technical Inform ation Center

PAl 'Federal acquisition Institute

FAR federal-ACguisition, Regulation

ESS federal Supply Schedule

GS Gcvernment Servi~ce

GSA G-eneral Services Administration

NAVCCME7' Ccmptrollei of the Navy

NAVHIT Naval Material Command

HNASUP Niaval SujLply Systems Command

OFPEC±flice cf federal Procurement Policy

Opil Cff ice ofPersonnel Management,

OSD Cffice cf the Secretary of Defense

p... Publication (followed by number)

2'Al7 Erocurement Administrative Lead 7ize

PD Ecsitionl Description

PL Public law

R.S. Fevised Statutes

SF Standard Ecru

.58



SuiE Supj21ament

UMSIES Crif cra Materj.al m¶ovement ani issue

friority Syste2

USAF Erited States Air Force

U.S.C. Urited States Code
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LIST Of INTERVIEWS

Adkins, P., Stall Eur.,hase Buyer, Naval Supply Center,

Norfclk, Va., 16 March 1984 (Personal).

Afone, Er., Procurement Analyst, Field Management Divisicn,

Navy Begional Contracting Center, Philadelphia Pa.,.12 P.arch

1984 flel~e.one)

Anderson, er., Fina.c.*al Management Division, Goverrment

Erintirg'Oflice, 22 may 1984 (lelephone).

Anderson, Mrs., Stall Purchase Division Director, Navy

Eegicnal Ccrtracting Center, washington D.C , 13 March 1S84

(Teleitcne).

Brown, B., Federal Acguisition Institute, Washingtcn r.C.,.
14 March 19e4 (Persoral).

Cole, B., Deputy Ccrmander tcr Contracting, Naval Suplly.

Systess Ccmmand, Washington D.C., 12 March 1984 (Perscral).

Conrad, J., Army Logistics Management Center, Fort Lee, Va.,

15 darch 1Se4 (Perso'ral).

Courtney, E., -Special Assistant for Career. Develcpaert,.

Contractibg, Naval Material Ccsuand, Washington, D.C., 13

farcb ISE4 (Personal).

Zubuisscr, B., Prccurement Analyst, Contracts Plans and

Policy Division, Naval Supply Systems Command, Washingtcn,

L.C., 12 Sarch 1984 (tersonal).

Illen, D.,. Small Eurchase Buyer, Naval Supply Center,

Norf.clk, Vc., 16 Marcb 1984 (Person'al).

170



Earick, Z., Director, Contractor Ildnageaent fieview, Naval.-

Suppl) S.stems Command, Washington, L.C., 12 March 1G84

fPeracral).

Evangelistc, R., Analyst, Naval Material Ccmiand,

Uashirgtcn, D.C., 14 larch 1984 (Personal).

Garrow, . Siall Furchase Buyer, Naval Supply Center,

Norfclk, Va., 16 March 1984 (Personal).

Gaskill, J., Analyzt, Office of the Secretary o f efense,
iashirgtcn, D.C., 14 March 1984 (Telephone).

Gerdes, J., Directcr of Small Purchase, Naval Crdrarce

Staticr, lcuisville, 1y., 27 March 1984 (Personal)-

Gift, W., LCdr., tirectcr of Contracts, Naval Crdnance

Staticr, lcuisville, By., 27 March 1984 (Personal).

Haley, B., Analyst, field Management Division, Navy Begional

Contracting Center, long Beach, Ca., 29 March 1984
(Perscnal). -

Barder, I., Cdr., Cortract Plans and Policy Division, Naval

Supply S~stems Command,'Wasbington, D.C., various Marct-Eay

.1984 (Perscral and Teleph6ne). -

Heenigan, I.,. Analyst, Contract Management Review, Naval'

Supp•Jy S)stems Command, Washington, D.C., 12 March 1584

(Perscnal).

Hetheringtcn, J., Cdr., Defense LogisticS Agqncy, --

liashingtcn, D.C., 13 larch 1984 (Telephone).

Holz iilI r, G., rirector -of Contracts, Naval Supply Certer,

lorfclk, Va., 16 March 1984 (Personal).

Houstcn,.M., U.S. lix Force Training Command, Dayton, Oh.,

13 ,lazcb 19E4 (T lep Icne).
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leake, r., Trainir. Coordirator, Naval Supply Center,

Iorfclk, Va., 16 March 1984 (Personal).

.atsusbima, R., Lcdr., field .1ana3ement Directcr, Navy

Begicmal Ccrtracting Center, icng Beach, Ca., 29 March 1S8.4

(Perscral).

McDowell, U ., Senici E rocdzement Analyst, Field Manag'ement

Livisicn, Naval Supply Center, Charleston, S.C., 12 March

1984 17eler-one) .

EcFarland, R., Siall Purchase Buyer, Navy Eegionai

Contracting Center, long Beach, Ca., 29 March 1S84

(Perscral).

Schefler, S., Lt., Director oi Small Purchase, Naval. Su3 ly

Center, Ncrfolk, Va., 16 .darch 1984 (Personal).

Shaw, E., Budget Cfficer, Naval Postgraduate ScAocl,

Monterey, Ca., 22 May 1984 (Personal).

Sizmcas, J., Small Purchase SuEervisor, Naval Supply Center,

Norfclk, Va., 16 Marck 1984 tPersonal).

Smith, B., Small Purchase Euyer, Navy Regional Ccntractin;

Center, Lcng. Beach, Ca.,,29 March 1984 (Personal). =-

Stabil, M.4 Lt., Directoc of Small Purchase, Navy Begional

Contracting Center, long peach, Ca., 29 March 1S84

(Perscnal).

holf, 2., Training Analyst, U.S. Army, 13 March 1S84

4Tel•lbcre) .
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